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Abstract

Coaching has rapidly become a significant part of many organisations’ learning and
development strategies. However, due to its relatively recent emergence, few HR
professionals have an in-depth expertise of managing coaching activities, and in
particular selecting and supervising external coaches.

This survey is based on the research we made in 53 of the 100 biggest companies in the
UK which answered our questionnaire about coaching and the way the companies use
and manage it. After examining the current position, we define and demystify coaching
and the key players in the coaching relationship. After looking at what makes the case
for coaching, we examine the preparation needed and how to set the scene for
coaching. Then, we examine the criteria to choose the right coach and conduct the
Coach selection and matching process. Finally, we look at how to manage the onward
coaching engagement before conclude.

This survey provides also an overview of the coaching industry and outlines the different
professional bodies and the current training and qualification options. It also explains the
different types of coaching, discusses the business case for coaching and considers
when coaching is an appropriate intervention. It also discusses the different interest
groups in coaching (HR, line managers, the individual etc) and explains when the use of
internal or external coaches may be appropriate. Finally, it provides guidance in what to
look for in a coach during selection and provides guidance and advice for HR on
recruiting and matching coaches to an organisation.

The coaching industry is at a critical stage. Future success is likely to be determined by
the quality and professionalism of coaches and their ability to deliver demonstrable value
to their clients. This is now being taken seriously and both suppliers and buyers are
pushing for greater professionalism, quality standards and more ethical practice. The
challenge for HR is to take forward some of these ideas and adapt them to fit their
organisation’s culture and strategy, so that they have an informed, tailored and proactive
approach to selecting coaches and managing coaching activities effectively.
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Introduction

Few people can fail to have noticed the explosive growth in coaching in recent years.
Four-fifths of HR VP now use coaching in their organisations. As a tool that can help
businesses to be competitive, as well as help people attain their potential, coaching
seems to offer a win—win solution for all. But there is also concern about a number of
‘cowboy’ coaches entering the market who are inexperienced, have little training and
lack the appropriate knowledge and skills. Part of the problem lies in the fact that the
coaching industry is highly fragmented, with no single professional body or sets of
standards and qualifications to guide buyers of coaching services.

Understandably, this situation leaves many HR practitioners wary and sceptical. How do
you sort out the wheat from the chaff? How can you be sure you are choosing the right
type of coach? What can you do to manage coaching relationships to make them
successful? Making sense of the evolving coaching world, ensuring you are getting
value for money and managing coaching relationships to gain a high-quality service are
all real challenges for businesses today.

The HR department has a key role to play in selecting and managing coaching
relationships within an organisation. The quality of coaching and the results it delivers
depend hugely on choosing appropriate coaches, managing relationships and
evaluating success. HR practitioners need to understand when coaching is an
appropriate and effective intervention in relation to other learning and development
options. They need to be clear about what the different types of coaching and diagnostic
tools/models are, and when each is appropriate. They need to determine when in-house
or external coaches are most suitable. They need to understand how to select
appropriately qualified coaches and then match them to both the organisational culture
and to the needs of particular individuals. Finally, HR practitioners hold the responsibility
for setting up contractual arrangements, as well as developing mechanisms to evaluate
the effectiveness of the coaching activities. None of these activities are easy —
particularly when the coaching industry has yet to develop agreed sets of standards,
ethics and/or qualifications to help HR practitioners make good decisions.

A significant number of HR practitioners are now engaged in coaching activities, albeit in
a variety of different ways. Because of the widespread use of coaching and the
confusion that seems to enshroud it, it seems timely and important to present advice and
guidance on how to successfully design and manage the coaching activities for the
benefit of the staff and the organisation as a whole. This work seeks to address one
particular aspect of this — buying in, and managing, the services of external coaches. In
this way, this survey can be used as an HR buyer’s guide to coaching that aims to help
HR practitioners navigate the complex coaching marketplace, by demystifying many of
the concepts and terminology in use and providing clear advice and guidance on some
of the processes. We hope that the survey will help build the knowledge and confidence
of HR practitioners by helping them become more knowledgeable advisers on coaching
for their organisation. This survey will be useful reading for practitioners considering
using coaching, for organisations actively using coaching but with little HR involvement,



and for HR practitioners who are keen to better manage their coaches. This survey
should also be of interest to coaches themselves, so that they can understand the
organisational perspective and the approach HR professionals may adopt when they are
looking for external coaching support.

This survey:

* provides an overview of the coaching industry

« outlines the different professional bodies and the current training and qualification
options

« explains the different types of coaching
« discusses the business case for coaching
* considers when coaching is an appropriate intervention

« discusses the different interest groups in coaching (HR, line managers, the individual
etc)

« explains when the use of internal or external coaches may be appropriate
* provides guidance in what to look for in a coach during selection

* provides guidance and advice for HR on recruiting and matching coaches to your
organisation.

We hope that you will find this survey helpful, and find that it offers practical advice
about how to gain full value from your use of external coaching services.



Part 1 Coaching — the current position

Coaching is a hot topic in the HR and training community. However, a number of
questions remain unanswered. What exactly is it? How effective it is? Is it just a fad?
How can its impact best be evaluated? What are organisations using it for? In this
section, we provide a picture of how coaching is being used in UK organisations and
offer a general overview of the coaching industry. It should be noted at this stage that
coaching is a growing and emerging area of HR practice, which is continually evolving.
The survey evidence therefore only provides us with a ‘snapshot’ of current coaching
activities.

How widely is coaching being used?

The survey results highlight the widespread use of coaching in organisations. Almost
four-fifths of respondents now use coaching in their organisation (79%). Use of coaching
as a development tool has seen rapid growth in recent years — in fact 77% of
respondents reported that their organisation’s use of coaching has increased in the last
few years. Only 1% of respondents reported that coaching activities had decreased
(Figure 1).

Figure 1: Changes in levels of usage of coaching in the last few years

small increase

Large increase
Remained at same level
Don't know

small decrease

BLEEN

1%

What is responsible for this rapid growth of use? Are we simply seeing the emergence of
the latest HR trend, or are organisations recognising that coaching activities produce
major benefits for them and the ‘good message’ is spreading into mainstream
organisational practice?



What are the driving factors in the rise in the popularity of coaching?

A number of factors have been at play in making coaching such a popular intervention in
organisations today (Figure 2). These include:

* A rapidly evolving business environment. The fast pace of business alongside
significant time pressures mean that dealing with change is becoming an everyday
challenge. The ability to learn and adapt is quickly becoming an essential skill. Targeted
development interventions such as coaching have become popular in helping individuals
adjust to major changes in the workplace.

+ The features of modern organisations. Flatter organisational structures, broader
management roles and lower job security have also been contributing factors to the
growth of coaching. Organisational downsizing and the resulting flatter structures mean
that newly promoted individuals often have to make large step-changes in sKills,
responsibilities and performance because of the higher and broader requirements of
their new roles. Coaching can support these individuals in achieving these changes.

« Lifelong learning. The importance of learning throughout a person’s life is increasingly
being recognised. This has paralleled the growing need for organisations and individuals
to change and keep changing in order to keep up with a fast-paced, turbulent world
market. Coaching has the adaptability to support different learning styles so that it may
be able to support more employees than traditional training methods.

* The need for targeted, individualised, just-in-time development. The development
needs of individuals can be diverse and in smaller organisations there are often too few
individuals with specific development needs to warrant the design of a formal training
programme. This often means that the traditional ‘one size fits all’ training programme
that takes place every few months is inappropriate. Coaching offers a flexible,
responsive approach to development, which can be delivered individually, and ‘just-in-
time’ to address deficiencies in current performance or to strengthen under-developed
skills.

 The financial costs of the poor performance of senior managers/executives. There is a
growing acceptance of the costs associated with poorly performing senior
managers/executives. Coaching provides organisations with an opportunity to undertake
pre-emptive and proactive interventions to improve their performance (Greco 2001;
Kilburg 1996).

* Improving the decision-making of senior employees. For senior level employees it can
be ‘lonely at the top’ as they have few people they can confide in, develop ideas with
and discuss decisions. A coach can be used to provide a ‘safe and objective haven’ to
discuss issues and give support (Masciarelli1999). This can be valuable when the return
on improvement in skill level and decision-making is considered.

* Individual responsibility for development. There is an increasing trend for individuals to
take greater responsibility for their personal and professional life. With the decline of



‘jobs for life’, employees can no longer rely on employers to provide them with all of their
career development needs. If individuals are to take responsibility, they need support
and advice. Coaching can help individuals identify development needs, plan
development activities and support personal problem-solving.

* Employee demand for different types of training. Learning at work, as opposed to in the
training room, is increasingly popular. Research has also frequently demonstrated that
people are more motivated and learn best when they see that the training is relevant to
their job. Coaching, with its focus on work issues and improving job performance, fits in
well with this.

» Support for other learning and development activities. Much money spent on training
activities is wasted if the personal development momentum is allowed to dissipate after
the event. Coaching is a valuable way of providing ongoing support for personal
development plans.

* A popular development mechanism. People enjoy participating in coaching. It has
many features that make it attractive to those taking part. Participants get direct one-to-
one assistance and attention; it can fit in with their own timeframes and schedules; and
there is the potential to see quick results if they are dedicated.

Figure 2: Drivers of the rise in the popularity of coaching
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These are just some of the characteristics of the modern organisation and contemporary
working lives that have led to the burgeoning popularity of coaching. There is also little
doubt that the increased demand for coaching has been partly fuelled by the popular
press. However, along with the increase in demand have come concerns about how to
ensure the effective use of coaching and how to navigate the complex coaching
industry.

Here to stay, or just a fad?

Despite the widespread use of coaching as a development tool, doubts remain about
whether or not it is simply the latest in a long line of HR and training fads. The reputation
of coaching has been slurred by descriptions like ‘paid friendships’, ‘a sounding board’,
‘the latest executive accessory’ and ‘pinstripe counselling’, to name but a few. But many
commentators argue that, although the term ‘coaching’ is relatively new, the idea of one-
to-one consultation on development needs has been around for decades. Activities such
as personal effectiveness programmes and 360-degree feedback initiatives have all
focused on making employees (most frequently managers and executives) more aware
of their personal style and areas they need to develop. Where these previous
interventions were limited was in providing the means for participants to actually make
lasting changes. It seems that ‘knowing what you need to change’ is only one piece of
the jigsaw — it's not enough to bring about actual changes in a person’s style or work
habits. This is where coaching fits in, because of its change orientation and support for
ongoing development.

As the coaching market matures, coaching has begun to look like more than just a
passing fashion. Based on the research we made in 53 of the 100 biggest companies in
UK, we can say that coaching is a ‘growing trend’ rather than a fad. We believe it is part
of the new performance-led culture of employment rather than the traditional
employment model of job security. As an HR VP told us during the survey: ‘I believe the
reason for the massive increase in the use of coaching is that it is a process and a
solution that suits our times. It is an effective mechanism for enabling an organisation to
meet competitive pressures, plan for succession and bring about change.' This seems to
be reflected in views of the HR/training community (see Table1).

Table 1: Views on the benefits of coaching

%o of respondents

who agres
Coaching can deliver tangible benefits to both individuals and organisations 99
Coaching is an effective way to promote learning in organisations 96
Coaching and mentoring are key mechanisms for transferring learning from
training courses back to the workplace 93
When coaching is managed effectively it can have a positive impact
on an organisation’s bottom line 92
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As Table 1 illustrates, practitioners seem to believe coaching is an effective way of
promoting learning, can have an impact on the organisation’s bottom line and can
deliver tangible benefits to individuals and organisations. Practitioners rarely report such
positive findings.

Coaching activity in UK organisations — a current view

How is coaching being used?

We have seen that there are many interweaving factors that have led to the increased
use of coaching, but what are organisations actually using coaching to achieve? The

results of our survey provide us with some answers to this question (Table 2).

Table 2: Objectives for organisations’ coaching activities

% of respondents reporting
this item as a main objective

Improving individual performance 78

Dealing with underperformance 30

Improving productivity 28

Career planning/personal development 27

Growing future senior staff 26

Fostering a culture of learning and development 24

Motivating staff 21

Accelerating change in organisation 16

Demenstrating the organisation’s commitment to staff 16

Improving staff retention 10

Reducing cost of sending staff to external courses 9

Helping staff to achieving better work-life balance 5

Satisfying demand for coaching from employees 2

Over three-quarters of respondents to the survey use coaching to improve individual
performance, with the second and third most common reasons being related to the first
— to tackle underperformance and to improve productivity. Beyond these three reasons,
coaching tends to be used for a variety of training and staffing reasons. It seems as if
the main drivers of coaching activities are performance-related rather than being used to
address ‘softer' issues like improving work—life balance or increasing motivation.
Contrary to the ‘touchy-feely’ image of coaching that is sometimes portrayed by the
media, organisations actually seem to be using coaching to address significant business
issues such as driving performance, improvements and productivity.
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Who is receiving and delivering coaching in organisations?

The popular press frequently portray coaching as an expensive, luxury product
undertaken by external professionals and mostly aimed at executives or very senior
managers. But a different picture emerged from the survey (Figure 3).

Figure 3: Who is receiving coaching?

leader/supervisor
Professionalftechnical staff _ 469%
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Administrative staff _ 429
Manual staff _ 28%
0 10 20 30 40 50 G0 70

% of respondents reporting coaching is provided

The most common recipients of coaching are in fact junior and middle managers. A
significant proportion of respondents reported that their senior managers and directors
did receive coaching, but coaching appears to be being used for the development of
staff at many levels of the organisation — not just senior executives, as the media may
lead us all to believe. Coaching can be delivered by trained external coaches, specialist
internal coaches, line managers, peers, members of the HR department, and others.
The survey revealed that most organisations are using a mixture of these groups to
deliver their coaching activities (Figure 4).
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Figure 4: Who is delivering coaching?
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Line managers are most likely to deliver coaching, with a third of respondents reporting
that this group delivers ‘a majority' of coaching, and a further quarter saying that line
managers are responsible for delivering ‘half’ of the coaching activities. Only 5% of
respondents say that line managers deliver no coaching at all. Conversely, over 40% of
respondents never use external coaches for their activities and those who do use them
tend to use them only for a minority of the coaching that takes place.

Coaching therefore tends to involve a variety of internal and external practitioners, partly
depending on the seniority of the individual and the specific needs of different employee
groups. External coaches, when used, tend to be used for a minority of coaching
activities in an organisation. This possibly reflects the cost of using them and may mean
that their use is generally reserved for senior-level or high-potential employees.

The UK coaching industry

An article in the Harvard Business Review in June 2002 (Berglas 2002) suggested that
there were at least 10,000 professional coaches working for businesses in the US, and
this figure was expected to exceed 50,000 by 2007. Although it is hard to determine how
many coaches are working in the UK, many commentators expect a similar picture to
emerge over the next five years.

Coaching services are being delivered by a diverse group of individuals and
organisations. Some coaches are self-employed or operate within small firms.
Additionally, there are coaching consulting firms for whom coaching is a major part of
their practice, while large HR, management, outplacement and recruitment
consultancies are adding coaching services to their portfolios, aiming to secure large
multinational contracts. Many of these recruit people with track records in business and
train them as coaches in-house. Other firms operate within a business psychology
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model of coaching where their coaches are qualified occupational, counselling or clinical
psychologists, or come from the relatively new field of coaching psychology. Other
backgrounds include performance coaches from the sporting world, and practitioners
from a range of other therapeutic backgrounds (counselling, psychology,
psychotherapy). Naturally, these different ‘types’ of coaches all bring with them very
different skills. And this is where opinion begins to diverge on which skills, qualities and
experience coaches should have.

Quality too can be hugely variable and this is where the buyers of coaching services —
often HR — can face difficulties. There is a growing number of business advisers and
consultants who have reinvented themselves as coaches and, without any further
training, now operate as full-time coaches. Problems can arise when these people delve
into issues that they have little understanding of, and are not trained to deal with. While
demand grows steadily, many companies are now realising that a more discriminating
approach is needed to sort the higher-quality coaches from the rest.

The concerns of HR buyers

The survey results provides insights into the concerns of HR buyers (Table 3). They
reported that the lack of accreditation and regulation is ‘worrying’, that finding high-
quality coaches is ‘a difficult task’ and that the terminology can be confusing and off-
putting. No surprise then that there's an increasing demand from clients for an
authoritative and objective source of information on the quality, rigour and credibility of
all these different offerings.

Table 3: Concerns of HR buyers of coaching services

% of respondents

Agree Don't know

There is a great deal of confusion around what is meant by

the term ‘coaching’ 81 3

| clearly understand the difference between all the different

types of coaching on offer 50 14
Finding and selecting high-quality external coaches is a difficult task 49 29

The lack of regulation and accreditation in the coaching industry is

VEry WoITying 40 27
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An array of professional bodies

Mirroring the fragmentation that exists in the industry generally, there are many
professional bodies and associations. There is a plethora of codes of practice, ethics,
guidelines and standards of practice. Four key bodies have now emerged at the
forefront of the industry:

* The Association for Coaching (AC)

» The Coaching Psychology Forum (CPF)

» The European Mentoring and Coaching Council (EMCC)
* The International Coach Federation (ICF).

A table comparing these professional bodies and providing an overview of what
becoming a member entails is shown in the appendix.

All these organisations are involved in a number of initiatives (some in co-operation with
others) to improve coaching standards, practices and services. They represent many of
the professional coaches who are pushing from the supply side for higher standards and
quality.

However, even between the four coaching bodies there is still a degree of rivalry and
vying for status and position. Many commentators think that, as the coaching industry
matures, consolidation of these bodies will occur. A single professional body in the
coaching industry would be useful. But other views exist. Gladeana McMahon, Senior
Coaching Consultant at Penna Consulting, comments: 'lt is possible that in the future
only one coaching body will exist. However, coaching is such a broad field that, one
body may not be able to fulfil the needs of such a diverse group and we may find that as
in accountancy and other such fields, there will be a number of bodies representing
differing aspects of the industry.'

Views of the HR community

The survey results provide some insights into the views of HR practitioners about the
array of professional bodies. 40% of respondents agreed that ‘the lack of regulation and
accreditation in the coaching industry is very worrying’, but 27% said they 'don't know'.

Forty five per cent of respondents thought that it would be useful if there was a single
professional body for coaches in the UK. A further 37% opted for the ‘don’t know’ option,
but only 18% thought that it would not be useful. Those who thought there should be a
single professional body were asked what they felt the role of this body should be. The
results are shown in Table 4 overleaf.
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Table 4: Possible roles of a single coaching professional body

% that indicate

Possible roles the role
Providing information and advice 54
Providing training courses and qualifications 52
Providing a code of ethics and standards that all coaches must adhere to 80
Accrediting courses and qualifications 78
Providing research/information/publications on coaching 70
Monitoring the continuing professional development of coaches 57
Providing a register of approved coaches 67
Dealing with any complaints about member coaches 37

Coach training and qualifications

Coaching courses and qualifications vary hugely, from short introductory courses to
doctorate-level coaching qualifications. Between these extremes, there are certificate or
diploma programmes, modules of business programmes, masters’ programmes and
coach training for professionals (eg HR/managers). There are also programmes offered
by specialist training providers. Some examples of courses are shown in Table 5.

In the past, the reputation of the coaching industry has been weakened by training
providers who claim to produce professional coaches from five-day training courses.
Coach training needs to be it for purpose’. While there is definitely a place for short
introductory courses, as with any discipline, expertise will vary depending on the length
of the course, level of qualification, depth of study, practical experience and extent of
supervision while studying.

The drive towards professionalism

The drive for greater professionalism is now coming both from suppliers and buyers of
coaching. On the demand side, organisations are trying to be far more discerning about
their use of coaching services. Evidence of the effectiveness of coaching interventions is
being sought and more questions asked about spending and returns. From the supply
side, quality coaches are keen to raise the reputation of the coaching industry and weed
out practitioners who operate unethically.

This process is not new. Other professions such as counselling and psychotherapy have
been through ‘professionalisation’ over the last decade or so. HR professionals have a
key role to play in promoting this agenda. By exerting pressure regarding minimum
expected standards, qualifications and outcomes, they can ‘raise the bar’ in terms of
standards across the industry. Suppliers of coaching will have no option but to conform.

17



Table 5: Examples of coaching qualifications and providers in the UK

Level of coaching qualifications Examples of institutions offering this level coaching the role
Doctorate-level coaching programmes  Middlesex University/International Centre for the Study

of Coaching
Masters-level coaching programmes Middlesex University/i-coach academy

Cixford Brookes University
Portsmouth Business School/Performance Consultants
Sheffield Hallam University

Wolverhampton University

Postgraduate diplomas and CIPD/Oxford School of Coaching and Mentoring
certificate-level programmes Academy of Executive Coaching

i-coach academy

City University

Centre for Coaching

Peter Bluckert Coaching/leeds Metropolitan University

shorter coaching programmes Corporate Coach U
UK College of Life Coaching
AAA Coaching Partners
Cixford Executive Coaching
Penna Consulting

Aspire 2

NB Contact information for all these institutions and others can be found in the ‘Useful
sources of information’ section at the end of the Guide.

Looking to the future

The coaching industry is at a critical stage. The future success is likely to be determined
by the quality and professionalism of coaches and their ability to deliver demonstrable
value to their clients. If coaching is to become a true profession, further research into the
effectiveness, business benefits and value of different coaching methodologies is
crucial. Neil Offley, Programme Director at the NHS Leadership Centre, comments: 'We
hope that evaluation and research will help show how coaching can deliver real benefits,
and overcome a perception of it being the latest fad.’

As the coaching market continues to grow and mature, a number of trends are likely to
appear. Jerry Arnott, Managing Director of Origin Consulting, states: 'l believe there will
be a consolidation of coaching providers and increased regulation and standardisation
across the market. This is long overdue and there are already signs of this evolution as
the coaching profession begin to address the fundamental issues of ethics, standards,
accreditation and quality.' Peter Bluckert, Chair of the Standards and Ethics Group at the
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EMCC, predicts that opportunities for different types of coaches will continue to exist:
‘Middle and upper market coaching consultancies who have the capacity to win larger
contracts will continue to do well and highly regarded individual practitioners will always
be in demand. New niche markets will open up not just in the UK but further a field and
many top coaching firms will plan with international markets in mind.'

The coaching industry is still in its infancy. However, over the next few years it is likely

that we will see greater professionalisation of coaching, organisations becoming more
selective and a continuing increase in the supply and demand for coaching services.
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Part 2 Defining and demystifying coaching

The term ‘coaching’ has come to refer to many different activities. Although this survey
focuses on the use of coaching in organisational settings, it can be used in many other
situations. lts early use in the business world often carried a remedial connotation —
people were coached because they were underperforming or their behaviour was
unsatisfactory. These days, coaching is more usually seen as a means of developing
people within an organisation in order that they perform more effectively and reach their
potential.

Confusion exists about what coaching is exactly, and how it is different from other
‘helping behaviours’ such as counselling and mentoring. A variety of niche types of
coaching have also developed as the term has been popularised — life coaching, skills
coaching, health coaching, executive coaching, to name but a few. In part, this may
have arisen as a result of some practitioners taking advantage of a popular new term
and applying it to their general services. Consequently, coaching has suffered from a
degree of misperception and misrepresentation. To make things worse, people often use
the terms interchangeably so that one person’s life coaching is another’'s developmental
mentoring. Many organisations use the terms to mean specific things in their own
organisational contexts and others choose the terminology that seems most acceptable
within their organisation. The result is that the same definitions are being applied to a
variety of terms. These problems around terminology are illustrated in the survey results,
where 81% of respondents agreed that ‘there is a great deal of confusion around what is

meant by the term “coaching”.

There is lively debate about this topic by academics and practitioners alike, which has
led to a certain fixation about the need for agreed definitions. While this debate rages,
more and more terms emerge and there seem to be almost as many definitions of
coaching as there are practitioners. The fact that Europe and the US interpret the words
slightly differently adds further to the confusion. A selection of definitions of coaching is
provided in Table 6, but these are merely a handful of those in use.

In this survey, we simply try to illustrate and explain the key differences between some
of the common terms that are currently being used. We will then concentrate on
suggesting ways for practitioners to ensure they have secured a good understanding of
what exactly coaches mean when they describe their services.
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Table &: Definitions of coaching

Definitions of coaching

Author

A process that enables learning and development to occur and thus
performance to improve

Parsloe (1999)

Unlocking a person’s potential to maximise their own performance

Whitmore (1996)

The overall purpose of coach-mentoring is to provide help and support for

people in an increasingly competitive and pressurised world in order to help them:

« develop their skills

= improve their performance

* maximise their potential

+ and to become the person they want to be

CIPD coaching courses
definition

Primarily a short-term intervention aimed at performance improvement
or developing a particular competence

Clutterbuck (2003)

A conversation, or series of conversations, one person has with another

Starr (2003)

The art of facilitating the performance, learning and development of ancther

Downey (1994)

Defines the verb ‘coach’ - "tutor, train, give hints to, prime with facts’

Concise Oxford Dictionary

A coach is a collaborative partner who works with the learner to help Caplan (2003)

them achieve goals, solve problems, learn and develop

Meant to be a practical, goal-focused form of personal, one-on-one learning  Hall et al {1999)
for busy executives and may be used to improve performance or executive

behaviour, enhance a career or prevent derailment. and work through organisational

issues or change initiatives. Essentially, coaches provide executives with feedback they

would normally never get about personal, performance, career and organisational issues
Grant (2000)

A collaborative, solution-focused. results-oriented and systematic process
in which the coach facilitates the enhancement of work performance, life
experience, self-directed learning and personal growth of the coach

Some generally agreed characteristics of coaching in organisations

Although there is a lack of agreement about precise definitions, there are some core
characteristics of coaching activities that are generally agreed about by most coaching
professionals:

* It consists of one-to-one developmental discussions.

* It provides people with feedback on both their strengths and weaknesses.

* It is aimed at specific issues/areas.

* It is a relatively short-term activity, except in executive coaching, which tends to have a
longer timeframe.

* It is essentially a non-directive form of development.
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« It focuses on improving performance and developing/enhancing individuals skills.
* It is used to address a wide range of issues (see 'How is coaching being used?').
» Coaching activities have both organisational and individual goals.

* It assumes that the individual is psychologically healthy and does not require a clinical
intervention.

* It works on the premise that clients are self-aware, or can achieve self-awareness.

* It is time-bounded.

* It is a skilled activity.

» Personal issues may be discussed but the emphasis is on performance at work.
Coaching is supposed to help people to GROW, through the following 4 points in mind:

Goal: Help the client to set clear goals and objectives, define priorities and
measurements of success.

Reality: Assess the client's current situation and gain a clear understanding of the
barriers and obstacles to overcome. Provide an insight into the choices available to the
client and the potential benefits that change would bring.

Options: Work through the various options available to reach and achieve the goals and
objectives set.

Willingness: Encourage clients to commit to key actions that will take them closer to their
goals and dreams.

Broadly speaking, coaching is developing a person’s skills and knowledge so that their
job performance improves, hopefully leading to the achievement of organisational
objectives. It targets high performance and improvement at work, although it may also
have an impact on an individual’s private life. It usually lasts for a short period and
focuses on specific skills and goals.

The ‘helping behaviours’ — differences between coaching, mentoring, counselling
and consulting

Garvey (2004) suggests that activities such as coaching, mentoring and counselling can
all be understood to be ‘helping activities’. However, he agrees that understanding how
they are different is difficult ‘because of the sheer confusion over the terminology’. One
way to tackle this is to make a brief comparison of the activities involved.

Coaching vs. mentoring

There are many similarities between coaching and mentoring since both involve a one-
to-one relationship that provides an opportunity for individuals to reflect, learn and
develop. However, when comparing coaching with the traditional understanding of
mentoring, there are some key differences.
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The term ‘mentoring’ originates from Greek mythology. Odysseus entrusted his house
and the education of his son to his friend, Mentor, saying to him, ‘tell him all you know.’
In practice, 'mentoring' has come to be used interchangeably with 'coaching'. David
Clutterbuck (2001) comments, 'In spite of the variety of definitions of mentoring, all the
experts appear to agree that it has its origins in the concept of apprenticeship, when an
older, more experienced individual passed down his knowledge of how the task was
done and how to operate in the commercial world.'

Some commonly agreed differences between coaching and mentoring (in its traditional
sense) are shown in Table 7 overleaf.

Table 7: Differences between mentoring and coaching

Mentoring

Coaching

Ongeing relationship that can last for a long
period of time

Relationship generally has a set duration

Zan be more informal and meetings can take
place as and when the mentee needs some
advice, guidance or support

Generally more structured in nature and
meetings are scheduled on a regular basis

More long-term and takes a broader view of
the person

Short-term (sometimes time-bounded) and
focused on specific development areasfissues

Mentor is usually more experienced and qualified
than the 'mentee’. Often a senior person in the
organisation who can pass on knowledge,
experience and open doors to otherwise
out-of-reach opportunities

Coaching is generally not performed on the basis
that the coach needs to have direct experience
of their client’s formal occupational role, unless
the coaching is specific and skills-focused

Focus is on career and personal development

Focus is generally on development/issues at work

Agenda is set by the mentee, with the mentor
providing support and guidance to prepare them
for future roles

The agenda is focused on achieving specific,
immediate goals

Mentoring revolves more around developing the
mentee professionally

Coaching revolves more around specific
development areas/issues

In reality, there can be large overlaps between the roles of coach and mentor. A mentor
may do some coaching and a coach may do some mentoring if he or she is working with
someone over time on issues that relate to their career. Many people also understand
mentoring to be a useful adjunct to coaching, specifically in providing career guidance
and longer-term support, as opposed to the relatively short-term and performance-
related focus of coaching.

Alongside the traditional idea of mentoring, there are now other types of mentoring that

have come into existence (eg transformational mentoring). These are understood to
refer to different concepts, many of which bear more similarities to coaching and/or
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counselling. It is therefore important to make sure that everyone understands what is
meant by different terms, so that confusion is avoided.

Coaching vs. counselling/therapy

There are obvious similarities between coaching and counselling activities, with much of
coaching’s theoretical underpinnings, models and techniques being derived from fields
such as psychology and associated therapies, and applied in organisational contexts.
However, while coaching and counselling both work within similar areas, they are not the
same thing. They can, however, work together in a complimentary way in workplace
settings. Counselling is a highly skilled intervention focused on helping individuals
address underlying psychological problems. It can be useful if employees are unable to
resolve difficulties or make changes to their behaviour during coaching, which may
indicate deeper underlying problems/issues. Key differences between counselling and
coaching are shown in Table 8.

Table B: Differences between counselling and coaching

Counselling

Coaching

Broader focus and greater depth

Marrower focus

Goal is to help people understand the root causes of
long-standing performance problems/issues at work

The goal is to improve an individuals
performance at work

A short-term intervention, but can last for longer time
periods due to the breadth of issues to be addressed

Tends for be a short-term intervention

Counselling can be used to address psycho-social
as well as performance issues

Coaching does not seek to resolve any underlying
psychological problems. It assumes a person does
not require a psycho-social intervention

The agenda is generally agreed by the individuals

The agenda is typically set by the individual, but

and the counsellor in agreement/consultation with the organisation

Other stakeholders are rarely involved Cther stakeholders (eg manager) are invalved

Psychological assessment is a complex process that requires in-depth and specialised
training. A professional coach will be keen to maintain the professional boundaries
between coaching and the traditional therapies and will refer a client to an appropriate
therapist/counsellor if they feel it will be useful and appropriate.

Watch out for the cowboys!

In the UK, the use of the designations 'psychologist’, 'therapist’, 'counsellor' are not
restricted by law to those who are qualified, so purchasers need to beware of ‘self-
styled’ psychologists, counsellors and therapists who may not have formal training or
hold any degree of professional accountability. It is therefore important to check the
qualifications, experience and membership of appropriate professional bodies of any
firms or individuals that an organisation uses to support their workforce in a counselling
or coaching capacity.

24




Some individuals offering coaching services are qualified therapists or counselling
psychologists who are marketing their services in the name of coaching. When using
these individuals, it is important to be sure of the type of approach the person intends to
use during sessions and that they have appropriate business knowledge.

Modelling the differences between the ‘helping behaviours’

Some academics and practitioners have attempted to clarify some of the key differences
between the common forms of coaching, mentoring and counselling via a series of
helpful models.

Relationship between coaching style and the different helping behaviours
(Britnor-Guest and Willis, 2004)

One way of looking at the differences between the different types of helping behaviour is
to consider how directive the practitioner will be in their approach. To what extent will the
person ‘tell’ the individual what to do or help them work out their own solutions to their
problems? Another key differentiator is the scope of the activities. Does it concentrate on
specific parts of a person’s life (eg work issues) or does it take a more holistic
perspective? These two dimensions and how they relate to the different forms of 'helping
behaviours' are shown in Figure 5.

Figure 5: The relationship between coaching style and different types of helping practices

Haolistic
Traditional Personal
mentoring (U5) T coaching
Directive Facilitative
Skills l Career
coaching coaching
Specific

Model of the differences depending on whether the focus is business or personal
content (Horner 2002)

Another useful way of considering the different types of development/helping activities is
given by Caroline Horner from the i-coach academy, developed in conjunction with
Morag Dwyer. The differences between coaching, counselling and consulting are
discussed in relation to the extent to which activities deal with business content
(high/low) or personal content (high/low). For example, counselling is understood to
have high personal content and low business content, whereas consulting is seen as
being the opposite — high in business content, and low in personal content. This model is
shown below in Figure 6.
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Coach/mentoring and other approaches — a framework for differentiating (Hay
1997)

Another useful dimension to think about is who is leading the activity — the individual, the
organisation or a mixture of both? On this dimension, counselling is clearly individually
led, but different types of mentoring and coaching will differ in the extent to which the
individual or the coach/organisation is leading the activity. In Figure 7, different activities
are plotted on this continuum as well as considering whether the objectives for the
coaching are long-term and broad, or short-term and specific.

Figure 6: Helping activities differentiated by levels of business/personal content

High personal content

Counselling Coaching
Low business High business

content content
Sports coaching Consulting

Low personal content

Figure 7: Coach/mentoring and other approaches: a framework for differentiating.

Individual-led

Counselling Developmental
Short-term/ mentoring Long-term/
specific content l Traditional broad content
e mentoring (U5)

Organisation-led

Tools of coaching

The most important thing to appreciate when applying the tools that the coach uses is to
master just 2 or 3 of the classic and best known ones, instead of trying to learn them all.
Here are just some of the most recognised and widely used tools:

Transactional Analysis (TA): is based on the principle that the coachee is able to
change his belief about himself as well as other people and is a responsible person:
Concepts: Psychological games, scenarios, injunctions, restricting messages,
ignorance, permissions, protections, Parent Adult Child model, OK-OK, rescuer,
persecutor, victim, etc

- Eric Berne
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Neuro Linguistic Programmation (NLP): is based on the principle that the coachee
can reprogram his mind in order to achieve his goals.

Concepts: VAKOG model, framework reference, meta models, setting goals, Prince-
Frog, filters, reframing, anchorage, synchronisation, resources, feedbacks, impact on
environment of change, sensory acuity, Milton-model, metaprograms, representational
systems and submodalities, etc

- Richard Grinder, John Bandler, Alfred Korzybski, Milton Erickson

Systemic analysis (Palo Alto school): is based on the principle that the coachee exists
only within his own relational system; directive action, individual problematic prohibited.
Concepts: brief therapy, meta position, black box, input/output, double constraint,
change type 1 and 2, learning 0, 1, 2, homeostasis, reframing, etc

- Gregory Bateson, Don Jackson, Paul Watzlawick, Milton Erickson

Psychoanalysis: is based on the principle that the coachee will find for himself what he
is looking for; questioning, counselling prohibited, last often for a long time.

Concepts: Transfer, counter transfer, supervision, etc

- Sigmund Freud, Carl Gustav Jung, Mélanie Klein, Jacques Lacan

Myers-Briggs Type Indicator (MBTI): is based upon Carl Jung's notions of
psychological types.

Concepts: Person’s preferences, using four basic scales of opposite poles:

1) extraversion/introversion

2) sensitive/intuitive

3) thinking/feeling

4) judging/perceiving

Combinations of these preferences result in 16 personality types

- Isabel Briggs Myers and her mother, Katharine Cook Briggs

Gestalt: deals with the deeply engrained attidudes of the coachee and explores his
contradictory dialogue through the spontaneous reactions he has.

Concepts: Humanism

- Fritz Perls

Niche types of coaching

To add to the varying definitions, there are also many niche types of coaching including
executive coaching, performance coaching, skills coaching, developmental coaching,
career coaching, to name but a few. Again, these terms tend to be used in different ways
by different people.

Figure 8 (overleaf) outlines the most common types of coaching. Bear in mind the

finding that 50% of respondents reported that they didn’t clearly understand the
differences between the different types of coaching.

27



Figure 8: Which of the following best describes the type of coaching at your organisation?

% of respondents

Type of coaching who report using it
Performance 67

Skills 67
Development 59
Executive 34
Remedial 28

Career 27

Team 25

Life

Other

As you can see, the most common types of coaching in use are performance and skills
coaching, which were both used by two-thirds of respondents. Coaching types aimed at
the personal needs/concerns of employees, such as life and career coaching were
among the least common forms of coaching used.

So what is meant by these different terms?

Performance coaching. Coaching activities here are aimed at enhancing an
individual’s performance in their current role at work. The specific issues covered by the
coaching will vary, but the aim will always be to increase their effectiveness and
productivity at work. Generally, performance coaching derives its theoretical
underpinnings and models from business and sports psychology as well as general
psychological theory.

Skills coaching. This form of coaching focuses on the core skills an employee needs to
perform in their role. Skills coaching provides a flexible, adaptive, ‘just-in-time’ approach
to skills development. Coaching programmes are tailored specifically to the individual
and are generally focused on achieving a number of skill development objectives that
are linked to the needs of the organisation.

Career coaching. Coaching activities focus on the individual’'s career concerns, with the
coach eliciting and using feedback on the individual’s capabilities as part of a discussion
of career options. The process should lead to increased clarity, personal change and
forward action.

Personal or life coaching. This form of coaching provides support to individuals

wishing to make some form of significant changes happen within their lives. Coaches
help individuals to explore what they want in life and how they might achieve their
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aspirations and fulfil their needs. Personal/life coaching generally takes the individual’s
agenda as its start point.

Business coaching. Business coaching is always conducted within the constraints
placed on the individual or group by the organisational context. The term is used to refer
to any coaching activity that takes place in a business setting, so by definition overlaps
with other terms.

Executive coaching. Organisations are now generally more willing to invest in coaching
for their senior managers and executives. By improving the performance of the most
influential people within the organisation, the theory goes that business results should
improve. Executive coaching is often delivered by coaches operating from outside the
organisation whose services are requested for an agreed duration or for a number of
coaching sessions.

Practical tool: Making sense of the terminology and the coaching approach you
want

The simple tool shown below can be used in a variety of different ways to help you
define the type of coaching that best meets your needs.

Exercise 1: A useful exercise may be to map the key characteristics of the coaching
approach/activity that would work well in your particular organisational context. On each
of the dimensions below, mark a cross where your ideal approach sits. This can be used
as part of the ‘ideal coach profile’ when selecting a coach.

Exercise 2: When considering introducing coaching to an organisation, it can be helpful
to use the tool to draw out different people’s understanding of the term 'coaching’. For
example, ask all key stakeholders to mark a cross on the dimensions indicating what
they consider ‘coaching’ to involve. By comparing answers, a discussion can emerge
through which you can gain shared understanding.

Exercise 3: This tool can also be used in the coach selection process. You could ask
the coach to discuss their approach with regard to the different dimensions, perhaps
even marking it on the diagram. This can then be referred back to your original map of
the key coaching characteristics you were looking for in a coaching approach. All of
these dimensions could also be turned into questions to gain greater understanding of
the coach’s approach eg to what extent does the individual lead the agenda?

DireCtiVe € --mnmmmmm e - Non directive
Individual leads the agenda €-----------=-=-======nnmvnmuu-- - Organisation leads the agenda
High personal content € -----=-=======mmmmmmm oo - Low personal content
High business content € -----=--==========mmmmm oo - Low business content
ShOrt-termM € mmmm e e - Long-term
Developmental € -----======nmmm e e - Remedial
HOlISHIC €= mm e 2>Specific
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Making sure you sort through the terminology issues

Because of the terminology issues that surrounds coaching, all parties concerned should
check that there is shared understanding. You can't assume that people are talking
about the same thing when they refer to coaching or mentoring. In reality, it doesn’t
really matter whether the activity is labelled 'coaching', 'advising', 'counselling' or
anything else, as long as everyone involved understands what it means in their specific
situation. For this shared understanding of terminology to take place, we recommend
that:

» Coaches must be encouraged to provide clients with a clear understanding of what
they mean by the terms they use and the approach they offer. In this way, purchasers
and users can make informed judgements about the nature of the activities on offer.

» To avoid serious misunderstandings, HR practitioners should check the definitions and,
more importantly, the intended outcomes. It is necessary for the terms to be discussed
by the users so that any overlapping in meaning is understood and the differences
appreciated.

As a rule of thumb, it is probably best to simply pick the terms that most people find
acceptable and then provide definitions to prevent misunderstandings.

Coaching standards

Organisations and coaches should try to convert the confusion around terminology into
an understanding of the overlaps, the distinctive objectives and the characteristics of
each. Advances are progressing through a project being co-ordinated by the European
Mentoring and Coaching Council (EMCC) with the collaboration of all the coaching
professional bodies.

This project has drawn together information about coaching and mentoring practice from
documented standards and competency frameworks created by experts in the field,
professional bodies, private organisations as well as specialist coaching and mentoring
training companies. The information has been distilled into a single comprehensive
framework that makes sense of the overlaps and differences between the services on
offer. The EMCC is currently in the process of collecting data to determine which
competencies are core to all types of coaching practice, and which competencies are
specific to the different ‘types’ of coaching and mentoring (eg executive coaching,
developmental mentoring etc).
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Part 3 The key players in the coaching relationship

The primary relationship in any coaching activity involves the coach and the individual.
However, it is not the only important relationship. Other key stakeholders include the
person representing the organisation’s interests — most frequently an HR practitioner
and the individual's manager. Both of these parties are interested in improving the
individual’s performance which in turns affects their contribution to the organisation.
Figure 9 depicts these different relationships.

Figure 9 The four-cornered contract (Hay, 1995}
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Figure 10 shows that there are different relationships that need to be managed for
coaching to have maximum impact:

» The individual and coach. This is the most visible relationship, and requires good
matching for it to work effectively.

» The coach and HR. These parties agree the contractual relationship, with the HR
practitioner representing the organisation’s interests. HR should thoroughly brief the
coach so they understand the organisational context in which the coaching will take
place.

» The individual and HR. HR must explain why the individual is being coached, and allay
any concerns they have about it. They must also assess whether or not there is a
genuine need for coaching and whether the individual is ready for it.

* The individual and line manager. The line manager must understand and be supportive
of the individual during the coaching intervention and ongoing development plans. He
can also be involved in helping the individual decide the development objectives for the
coaching programme.

« HR and the line manager. HR must manage the line manager’s expectations and
explain his or her role in supporting the coaching relationship.
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These relationships must be carefully managed for maximum benefit to be gained from a
coaching initiative. HR practitioners play a critical role in making sure that all the other
stakeholders in the coaching intervention are bought into the process and understand
their roles in its success.

A crucial role for HR?

Eighty per cent of respondents to the survey felt that ‘HR has a crucial role to play in
selecting and evaluating the impact of coaching initiatives.” Furthermore, 92% agreed
that ‘when coaching is managed effectively it can have a positive impact on an
organisation’s bottom line.’ It therefore seems as though HR practitioners have a critical
role in drawing up a framework for the coaching activities that take place to ensure value
for money and alignment with the organisation’s strategic goals.

In some organisations, individual managers or executives arrange their own coaching.
When this happens and if the HR department fails to play a co-ordinating and
overseeing role, the organisation loses a valuable opportunity to create a coaching
strategy aligned with organisational goals and the overall training and development
strategy. Because no evaluation is taking place, they are also losing the opportunity to
build up a body of knowledge about lessons learned in the use of coaching in the
organisation. Without HR overseeing the coaching, it will be very difficult to get a clear
picture of what coaching is taking place and how effective it is. The evaluation of
coaching activities will therefore be impossible. An overall perspective allows the HR
team to identify pockets of good and poor practice and to plan any necessary remedial
action. The HR team needs to have a good understanding of all the coaching taking
place and to ensure it is grounded in the goals of the organisation.

Being a knowledgeable and discerning customer is crucial. HR practitioners may not
necessarily have a great deal of expertise about the process of coaching, but many of
the generic skills held by HR practitioners lend themselves to effectively managing
coaching relationships. The skills and experience of selection interviewing, drawing up
contracts/agreements, ensuring there are efficient measurement systems, supervising
projects with multiple stakeholder groups, are all important parts of managing coaching
activities. If, as an HR person, you are given responsibility for managing a coaching
initiative, you should try to build up your knowledge of coaching processes, models and
frameworks. This will enable you to become a more knowledgeable buyer of coaching
services and to cut through the issues around terminology and jargon that we have
profiled.

The key components of HR’s role in managing coaching engagements
HR practitioners should get involved in coaching engagements from the outset. Key
areas of HR involvement include:

* assessing an individual’s need for coaching

* assessing an individual’s readiness for coaching
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* getting line managers on board

+ determining best use of internal and external coaches

* running a rigorous coach selection process

* assisting in the matching process

* briefing the coach

* managing the contracting process

» monitoring effectiveness and measuring the impact

* capturing internal knowledge and evaluation data

« integrating coaching with other HR and development activity.

This list demonstrates just how much time and effort is needed to formally manage a
coaching process, particularly in large organisations or in organisations where coaching
is being offered to a large number of people. The details of these activities are tackled
later. Figure 10 shows where in the Guide you can find this information.

Challenges for HR

The activities listed opposite illustrate how complex the role of HR can be in this area.
The multiple stakeholders in coaching relationships create difficult issues that require
consideration. Who is the primary client? Is it the client organisation because it pays for
the coach? Or is it the individual end user because coaching requires an environment of
trust to be effective? The most common answer to these questions is that both the
individual and the organisation are clients, with their own goals and objectives for the
coaching initiative. The coach and the HR practitioner must work to ensure that the
needs and goals of both parties are aligned and are met by the coaching intervention.
Ensuring clarity of understanding is crucial for managing issues around confidentiality
and information flow.
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Figure 10: Where to find further information

Assessing an individual’s need for coaching See Part 4: Making the case for coaching

Assessing an individual’s readiness for coaching see Part 4: Making the case for coaching

Briefing the individual See Part 5: Preparation and setting the scene

Getting line managers on board and See Part 5: Preparation and setting the scene

managing expectations

Determining best use of internal and See Part 6: Choosing a coach

external coaches

Running a rigorous coach selection process see Part 7: Coach selection and matching

Assisting the matching process See Part 7: Coach selection and matching

Briefing the coach See Part & Managing the onward
engagement

Managing the contracting process see Part 7: Coach selection and matching

Monitoring effectiveness and measuring See Part 8: Managing the onward

the impact engagement

Capturing internal knowledge and See Part 8: Managing the onward

evaluation data engagement

Integrating coaching with other HR and see Part 8: Managing the onward

development activity engagement

Other key challenges facing HR practitioners include:

« Integrating coaching with the bigger picture. HR also holds the responsibility for
ensuring that coaching activities are aligned with the strategic goals of the organisation,
and that they are integrated with other HR/training plans and activities. At the moment it
seems that often this doesn’t happen — the survey revealed that two-thirds of
respondents who indicated coaching takes place in their organisation reported that there
is no formal strategy that governs coaching activities. Of respondents who do have a
strategy in place, the vast majority said that it only covers certain groups of employees
and only 6% of respondents using coaching have a written strategy on coaching for all
staff.

« Opening ‘closed doors’. A key problem for HR is when coaching happens behind
‘closed doors’ because senior-level employees bring in their own coaches and the
activities aren’t co-ordinated by HR. This means that there are no reporting structures
and no accountability for the professional coaches. Organisations can't learn from such
coaching engagements.
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* Meeting the needs of both the organisation and the individual. Any HR
practitioners who currently have a responsibility for procuring coaching will be aware of
the challenge of meeting the requirements of the organisation and the individual being
coached. The onus is on those buying coaching to ensure that they approach the area in
an informed and structured way, if they are to achieve value for money.

* Information flow and confidentiality. Another issue to think about is how information
from coaching conversations is used within an organisation, regardless of whether the
coaching is external or internal. From the start, it is essential that HR is clear about what
information the organisation wants so that the coaches and clients are clearly working
towards specific goals. The clearer the goals, the easier it will be for the organisation to
measure the results.

» Scoping and controlling costs. In making decisions about how coaching will be run
in an organisation, there are several factors to think through. A factor that can’t be
ignored is cost. HR practitioners need to consider how resource constraints will affect
how much coaching can be undertaken. Without a bottomless pit full of money, it's
important to establish parameters about coaching in the organisation. Some questions
for practitioners to consider are:

» Who should receive coaching — will there be limits?

» Which employee groups should we invest in?

« Will coaching be restricted to individuals of a certain level of seniority?

« Will coaching only be provided in relation to certain development activities?
« Will there be a limit on the number of hours available to each individual?

« Will you use internal or external coaches?

» How will you measure/evaluate success and value for money?

Without agreed parameters, coaching relationships can continue for long periods of
time, becoming a permanent ‘sounding board’ for a person’s work issues. This means
costs can spiral. An ongoing role for HR practitioners therefore is to define the scope of
coaching assignments and control costs.

Coaching is believed to have a key role in supporting other learning and development
activities. For example, 93% of respondents in the survey agreed that coaching is a key
mechanism for transferring learning from training courses back to the workplace. An
essential role for HR practitioners in creating effective conditions for coaching is to
ensure that the culture and climate within the organisation is supportive of learning and
development. In the survey, 80% of respondents agreed that ‘coaching will only work
well in a culture that supports learning and development.” Many practitioners and
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academics suggest that, ideally, a ‘coaching climate’ should exist within organisations. In
Figure 11, David Clutterbuck (2004) offers advice on this issue.

Figure 11: Establishing a coaching climate (Clutterbuck, 2004)

So what exactly is a coaching climate? You will know you have a coaching climate
when:

 Personal growth, team development and organisational learning are integrated and the
links clearly understood.

* People are able to engage in constructive and positive challenging.

 People welcome feedback (even at the top) and actively seek it.

» Coaching is seen as a responsibility of managers and their direct reports.

e There is good understanding at all levels about what effective developers and
developees do.

« Coaching is seen primarily as an opportunity rather than as a remedial intervention.

* People are recognised and rewarded for their activity in sharing knowledge.

e Time for reflection is valued.

* There are effective mechanisms for identifying and addressing barriers to learning.

* People look first inside the organisation for their next job.

« There are strong role models of good coaching practice.

So how do you create a coaching climate?

* By ensuring that managers have at least the basic skills of coaching.

By equipping all employees with the skills to be coached effectively.

e By providing an advanced coaching skills programme for senior managers and HR
staff.

* By providing opportunities to review good coaching practice.

e By recognising and rewarding managers who demonstrate good coaching behaviour
and commitment to coaching.

» By measuring and providing feedback on the quality, relevance and accessibility of
coaching.

By ensuring that top management provides strong, positive role models.

* By identifying cultural and systems barriers to developmental behaviours.

HR practitioners can track how much the organisation is perceived to support
development and coaching activity in a variety of ways, including through employee
attitude surveys. This is something that can be measured and used as a broad
benchmark of progress towards a coaching culture.

Creating a coaching culture generally involves implementing a long-term, strategic
organisational development programme in an organisation. It is therefore not a light
undertaking for HR practitioners. If a coaching culture doesn't already exist within an
organisation, coaching can still be an effective intervention, but there may be challenges
for HR in gaining support and buy-in to the initiative, as well as getting it effectively
embedded.
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Part 4 Making the case for coaching

Whether coaching is an appropriate intervention depends on several factors: whether
the organisational conditions are conducive to coaching; whether the coaching is the
most appropriate development intervention for an individual; and whether the individual
is ‘ready’ for coaching. In this part, these different areas will be looked at.

Organisational conditions for coaching

As discussed in part 3, for coaching to be successful, the organisational culture and
climate should be supportive of learning and development. Many writers go further and
advocate a coaching culture that places emphasis on learning, development and
knowledge-sharing (Caplan 2003).

However, there are some particular organisational situations where coaching may be
particularly appropriate as a development intervention. Some examples of these are:

- Talent shortages. When organisations are suffering from significant skills shortages,
money may be better spent developing the skills of current employees through
interventions like coaching, rather than spending a great deal of money recruiting
external candidates.

- Small or fast-growing businesses. People who initially set up small businesses don't
necessarily have the skills to manage larger businesses and the growing number of
people they need to employ. It's also unlikely that they can be away from work for
extended periods of time for development activities. In this situation, coaching can offer
targeted, timely development on identified issues/areas that can be fitted into the
individual’s busy schedule.

- Belief that coaching can deliver long-term performance improvement.
Organisations should only invest in coaching when they think it will deliver significant
and long-term improvements in individuals' performance — i.e. that future performance
will greatly exceed current performance, which can be translated into business benefits.

* The organisation expects that behaviour can be changed in a short period of
time. Organisations should only invest in coaching if they think that the issues that need
to be addressed can be achieved in a relatively short period of time.

* During times of organisational change. Periods of major organisational change can
require significant shifts in the behaviour and attitudes of some employees in order to fit
in with new structures or cultures. Coaching can help individuals make these necessary
changes.

» Changes in job role. Coaching can help individuals who are moving to a new job that

requires different skills and abilities. Coaching can be a valuable short-term intervention
to help people adapt and cope with their role change.
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» Supporting expatriates. Coaching can offer support for expatriates who have to
adjust to a new culture and country. These people often have very specific requirements
and they need immediate support as issues arise.

» Developing the skills of ‘valuable’ technical experts. Where certain employees
have high levels of specific skills and experience (or critical relationships with
contractors/suppliers etc), the organisation might have difficulty replacing its human
capital. In this situation, it may be more appropriate to provide coaching to these
managers to improve or develop some of their other skills (interpersonal/managerial) so
that their careers can progress within the organisation.

» Support for future leaders or senior executives. Senior managers or executives
bring groomed for leadership roles may be hesitant to attend training courses, as they
may feel that they should already have the skills, expertise etc. In this situation,
coaching can be a suitable intervention as it is confidential, personal and ‘safe’
development option where the individual is using an objective, external person to help
them with their development.

Assessing when there is a need for an individual to receive coaching

Identifying that an individual could benefit from some coaching can happen in a variety
of organisational settings. The first step will be the identification of some kind of learning
or development need. This is most frequently articulated by the individual themselves,
their line manager or by a member of the HR department (eg during a development
centre). Once a learning need has been identified, the next step is for the manager and
the individual to decide how best the need can be met.

The rise in the popularity of coaching in recent years means that there is a danger that
coaching can be seen as a panacea for all kinds of development needs. However, it is
important that coaching is only used when it is genuinely seen as the best way of
helping an individual learn and develop. Coaching is just one of a range of training and
development interventions that organisations can use to develop their employees. It can
also be an expensive proposition, with costs quickly mounting up even if the coaching
only lasts a few months. It is therefore necessary to make sure that other possible
avenues for development are fully explored. The merits of coaching should be
considered alongside other types of development interventions, such as training
courses, mentoring or on-the-job training. Employee preferences should also be borne in
mind. While coaching can be a very effective development tool, as with any learning
intervention, it will be most effective when a genuine need for it is identified, and when it
is the best development tool for the specific purpose. Decisions as to whether coaching
is an appropriate approach are illustrated in Figure 12.
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Questions to help you decide whether coaching is the most appropriate course of
action

» What are the developmental goals for the individual?

» What will happen if no coaching occurs?

* Are there any alternative learning interventions to consider?
» What is the impact the coaching is hoped to deliver?

« Are there any other development options that will deliver the same results?
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Examples of development needs when coaching may be an appropriate solution

» Developing an individual’s potential. Sometimes an individual can be performing
perfectly well, but could be even more successful with some assistance. In this situation,
the coach is not helping the individual to fix’ any particular problem, but instead will try
to help motivate the individual to consider their future plans and next steps in their job or
career.

» Poor interpersonal skills. Some individuals in the workplace are highly competent,
technical experts. However, they can have poor interpersonal skills that make them
appear arrogant or stubborn to those they work with. Coaches can help managers to
better 'read’ interpersonal situations and be more effective in their interactions with
colleagues.

* Poor conflict management skills. In some cases, managers may handle conflict
situations in an aggressive and non-compromising way that antagonises their
colleagues. This may be quite intimidating to peers and team members. Coaching can
help these individuals to develop the skills of negotiation and compromise so that conflict
is resolved more effectively.

» Poor skills at developing others. Some managers have difficulty supporting the
development of their team members. Coaching can help managers develop junior
colleagues more effectively by learning some coaching skills themselves.

* Developing a more strategic perspective. As managers move from management or
front-line positions to more senior levels, they often need assistance in gaining a more
strategic perspective. This involves making decisions based on the best interests of the
organisation as a whole, rather than their specific area of the business. Coaches can
help managers to become more sensitive to wider organisational concerns and
understand opportunities and problems occurring across multiple business units.

* Developing new skills due to a change in role. In instances where organisations
restructure or refocus their workforce, some individuals may be required to develop new
skills very quickly. An example is when an individual may move into a more customer-
facing or business-development role. This can be quite daunting and coaching can help
them to develop these skills and be more confident and effective in their new role.

Seven reasons to coach key employees in critical job assignments

1. The higher up you go in management; the value of your technical skill declines
while the value of your interpersonal skill increases.

To effectively manage within your functional area requires a good understanding of the
invisible networks of key employees. These knowledgeable workers can choose to give,
influence or hoard information depending upon their personal relationship with you, the
requester.

Many knowledgeable workers will not want to share their knowledge...simply because
they want to always be the "go to guy". The personal approach that you use to acquire
needed information from them could be important for moving a critical program forward.
Your coach can help you sort out these organizational relationships, determine how
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work is actually accomplished, better understand your personality's affect on other
people and work with you to establish for yourself the right relationship links.

One client was a long time employee who was never asked for information, so he never
offered any. He thought it was great that no one was bothering him or challenging his
suggestions. With coaching, he began to find out how much his silence was costing the
company. He learned how to offer frequent suggestions in a manner that others would
not challenge him. The results have been rewarding for him and his employer. Now he
gets involved when needed, offers the insight of past practical experiences and is open
to creating a new way of conducting business matters.

2. Growing organizations need emotionally mature employees:

a. A motivated management team...not a bunch of lone rangers.

b. Executives who are proactive...not reactive.

c. Effective communicators who know how to listen & learn.

d. Leaders who will share the glory & wealth (while also being compassionate).

Meeting customers' needs both internally and externally requires a corporate culture of
committed people. While management may espouse that "employees are our n®1
priority”, common sense is not always common practice. When executives use a coach,
they quickly find out when they are not leading by example... but...only pretending to do
SO.

When selecting a business coach, make sure that the coach is not assessing values or
making decisions that require people to "change." For example, expecting a highly
competitive and assertive person to be a highly effective team player may not be
reasonable. However, it is reasonable to expect that coaching & training this person will
improve his/her "people skills". As a result, the executive will work more effectively with
co-workers to successfully complete projects.

3. Personal growth and development can seem like a painstaking process,
especially when you approach it alone.

People want to be led, not managed. Organizational leadership is an art that must be
learned, then earned. As a leader, you have a unique need for objective insight into
what you think and why you think it. A coach can help you to gain the insight that leads
to clarity for making clear, thoughtful and confident decisions that keep you on your
chosen career path. Without this information, your decisions could be costly, even
disastrous.

We had a client that really wanted to change her career, however, she wasn't financially
able to sell her business and move on. She kept procrastinating until the opportunities
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seemed no longer viable. With the insight gained from her coach, she was able to
remain focused on the types of professional activities that increase revenues and is now
in the process of selling her business to pursue her heart's desire.

4. Excessive employee turnover can rob a company of its base of knowledge.

Developing key employees within the organization is a less expensive task than
recruiting and hiring from the outside. A coach will help you keep talented people
productive and happy by getting to the root causes of employee turnover. The coach will
teach you how to find, hire and retain talent by pointing you in a direction that your
company may need to take from a human resource perspective: compensation, rewards,
recognition, benefit programs, training & development seminars, etc.

5. Work life can seem like a hockey game at times...full of naturally flowing chaos
while you try to control the game with just a hockey stick.

One of Wallace Stegner's to-the-point quotes is, "Chaos is the law of nature. Order is the
dream of man." As an executive, it is easy to fluctuate from confusion to frustration to
completely stressed-out states while trying to keep things in order, as you attempt to
balance home and work life. An ongoing interaction with a personal coach makes it
easier to cope with the chaos by learning key business strategies only known beyond
the walls of your workplace. Executives also find it invaluable to have an extra set of
eyes and ears that are not "ingrained" in the way things are done internally.

Here is an example of how a manufacturing executive client turned around an
unexpected workplace situation. A key employee threatened to quit and many other
employees could follow him. What did the executive do? He called his coach to
brainstorm ideas. Then he had a conversation with the key employee to find out why he
wished to leave. The executive then determined what changes could be made to benefit
the key employee, as well as the company. He presented the proposed solution to the
key employee who decided to stay onboard.

6. Each of us has our unique set of core personal values and interests that must
be compatible with our work environment.

A good coach knows that you cannot coach, train or motivate anyone to be other than
who they are. However, it's easy to think that we can change people. The truth of the
matter is that we can't. We've each had a long time to perfect who we are. What a coach
will provide you with is the insight to make things work for you in a way that supports
your core behavioural characteristics and those of the corporate culture.

Your coach may suggest a brief assessment process that will gage your motivation,
interests and personality, as well as 360-degree feedback systems. This will provide you
with an understanding of how your personal strengths can easily become weaknesses.
The value is being aware of how you approach situations and opportunities before
moving forward. A coach will help you to see opportunities within the business problem
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that you face and how best to interact with your work environment, business situation,
management team, etc.

7. Seamless integration of all life's activities should be your overall goal.

Weighing up the possibilities with your personal coach is a very good way of working
towards achieving this seemingly elusive challenge.

Are you enjoying the ride? Happiness is not only the result of success, but also part of
the process of getting there. We all need balance. Life is very short. If you keep doing
what you've always been doing, you'll keep getting what you've always got. You may
believe, "that's the way it is." However, truly successful executives have learned how to
achieve balance, how to delegate, and how to accomplish unprecedented results with
ease.

Assessing individual readiness for coaching

There are some individuals who may not respond well to coaching for a variety of
reasons. Sometimes, their problems are best dealt with by an intervention other than
coaching, and in other circumstances their attitude may interfere with the effectiveness
of coaching. Before a coaching intervention begins, organisations need to assess an
individual’s ‘readiness’ for coaching. Coaching may not be an appropriate intervention in
the following circumstances:

- If the individual has a personal or family crisis. In this situation, the individuals will
certainly need support and somebody to talk to, but that person is not a professional
coach. A highly confidential counselling intervention is likely to be more appropriate.

« If the individual has psychological problems. People suspected of suffering from
psychological problems can be offered appropriate specialist support. Coaches don't
necessarily have the depth of psychological training to deal with these issues, nor the
medical training to address any physiological components that may also be part of the
problem (eg addiction, depression). Figure 13 illustrates this.
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Figure 13: Grant (2001)

Clinical
population Coaching
population
High psychopathology/ Low psychopathology/
low functionality high functionality

» If the individual has a developmental need which is widely shared in the
organisation. In this case the individual may not need an intervention as costly or
intensive as coaching. A course or development programme may be an equally effective
and more cost-effective solution.

« If the individual lacks self-insight. If an individual is without adequate self-insight or
has no ability to modify his or her behaviour from situation to situation, coaching will not
be effective. In cases like this, a coach may not be able to overcome such strong
resistance to change.

« If the individual is resistant or closed to coaching. Coaching works best when
there is a receptive audience. It is likely to be ineffective if the person is forced into
coaching under duress because they are likely to be uncooperative. Attempts should be
made to understand why they feel this way.

- If the individual continually engages in socially inappropriate behaviour. Once
this kind of behavioural problem, for example, behaviour bordering on sexual
harassment, has become more frequent and ingrained, coaching is not an appropriate
intervention. Either the person in question will need long term, intense counselling or will
be subject to the formal disciplinary process. As coaches can't refuse to testify against
clients in any subsequent legal proceedings, it is also in the best interests of employees
themselves to have professional counsellors with whom to discuss problems in total
confidentiality.

« If the individual sees the coaching as a ‘quick fix’ and doesn't take responsibility
for changing their behaviour. Such individuals are unlikely to be successful if provided
with coaching. Long-term successful behavioural change requires a great deal of effort
and hard work for it to really happen.
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- If the individual is leaving the company or retiring. In this situation, it is unlikely that
in such a short timeframe the organisation will see any benefits in terms of improved
performance. Outplacement or career counselling may be a more appropriate solution.

In many of these situations, we are looking at the boundaries between coaching and
therapy. Sometimes a clinical intervention will be more appropriate support for the
individual. A coach should be able to assess if a person is ‘coachable’, but ideally the
HR practitioner should try to identify any wider issues before the coach is contracted.

Questions to consider when assessing an individual’s readiness for coaching

 Does the problem/development area require more in-depth psychological expertise?

« Is the problem/development area personal or work-based?

« Is the individual a willing participant in the coaching?

» Does the individual accept that coaching requires considerable effort on their behalf for
it to be successful? Are they resistant to change?

e Is there another equally effective development option that may be more cost-effective?

The business case for coaching

Is coaching worth the time and investment? Based on the results from the survey, it
would appear so. Two-thirds of respondents to the survey reported that they felt their
activities had been ‘effective’ (61%) or ‘very effective’ (6%) in meeting objectives. This is
a positive response and is mirrored by the fact that 99% also felt that ‘coaching can
deliver tangible benefits both to individuals and organisations.” Furthermore, 92% also
agreed that ‘when coaching is managed effectively it can have a positive impact on an
organisation’s bottom line." This is a strong endorsement by the HR community about
the value and impact coaching can have in an organisational setting.

However, some commentators contend that coaching is simply an HR fad. In making the
case for coaching, HR practitioners need to be able to discuss the benefits that both the
organisation and individual can expect to receive.

Understanding the People and Performance Link: Unlocking the black box

The International Coach Federation report ‘impact on business performance’ may offer
an understanding of how HR activities such as coaching can impact on individual and
organisational performance. This is illustrated in Figure 14.
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Figure 14: How coaching can impact on business performance
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The research found that employees’ job performance is a function of their ability, their
motivation to engage with their work, and the opportunity to deploy their ideas, abilities
and knowledge effectively. Coaching contributes to this by offering an opportunity to
improve the motivation and skills of employees, and enhance their performance.
Coaching can deliver this by:

* developing employee skills in line with organisational objectives

* engaging employees’ with their work, making them feel valued and, in so doing,
fostering commitment to the organisation

 promoting self-responsibility and initiative, and facilitating adaptation to new challenges
and change

» accommodating and supporting employees’ obligations to their home lives so that they
are productive and effective while they are at work.

By improving the performance of individuals, coaching should enable the organisation to
achieve superior performance in terms of labour productivity, cost-effective investment in
HR, quality, innovation and customer satisfaction.

What does the research say? Is there a business case for coaching?

Some research exists about the impact of coaching interventions in organisational
settings, but it is far from comprehensive. There is a broad base of research about
coaching generally, coming particularly from the sports world and educational settings
which does tend to suggest that coaching is effective in improving aspects of an
individual’s behaviour. There is also a wealth of research relating to specific elements of
coaching, such as the use of specific techniques/tools (eg goal-setting). However, less is
known about the impact of coaching as an intervention in organisations, and particularly
about the benefits of using external coaches. Horner (2002) comments: 'There was
surprisingly little empirical research on the efficiency of executive coaching in the
practice of management and leadership. This is particularly so for the practice of
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coaching by external coaches, although this lack of empirical foundation has not
inhibited practitioners or authors from advocating their approaches or publishing their
views.'

Research that has investigated the views of the participants in coaching generally has
very positive findings. For example, Hall (1999) reported that clients most frequently
rated the overall effectiveness of their coaching experiences as ‘very satisfactory’. And a
recent study by the International Coach Federation found a wide range of benefits
reported by individuals who take part in coaching. These included:

Increased self-awareness 68%
Better goal-setting 62%
More balanced life 61%
Lower stress levels 57%
Enhanced self-discovery 53%
Increased confidence 52%
Improved quality of life 43%
Enhanced communication skKills 40%
Increased project completion 36%
Improved health or fitness level 34%
Better relationship with co-workers 33%
Better family relationships 33%

There appears to be a genuine belief from those who take part in coaching that it does
deliver benefits.

But what about the organisation’s benefits? Like many other training activities, it's
difficult to identify whether coaching has a direct effect on bottom-line performance
because of all the other factors that influence organisational performance. Studies are
nonetheless emerging to substantiate the belief that powerful benefits are achievable.
Several studies have shown that coaching positively influences productivity, quality,
customer service and retention of best employees. One example is a study by
Manchester Consulting Inc., aimed at demonstrating the impact of executive coaching
(using external coaches) on the organisation’s bottom line. They describe a chain of
impact originating in coaching: ‘coaching translates into doing, doing translates into
impacting the business, this impact can be quantified and maximised' (McGovern 2001).

The study results demonstrated the effectiveness of coaching and estimated an average
return on investment of $100,000 for the sample. In addition, a recent survey by
MetrixGlobal LLC in the USA showed that coaching produced a 529% return on
investment alongside significant intangible benefits to the business.

So, it appears as though evidence is emerging, but much more research is needed

before there can be said to be ‘solid evidence’ of the benefits of coaching. Figure 15 lists
some of the common benefits that coaching is purported to deliver to individuals and
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organisations. These can be used by HR practitioners in building the business case for
using coaching in their organisation.

Figure 15: Organisational and individual benefits of coaching

Benefits for the individual

-

-

Learn to solve own problems

Improve managerial and interpersonal
skills

Have better relationships with colleagues

Learn how to identify and act on
development needs

Have greater confidence

Become more effective, assertive in
dealing with people
Have a positive impact on performance

Have greater selff-awareness and gain of
new perspectives

Acquire new skills and abilities
Develop greater adaptability to change
Improve work-life balance

Reduce stress levels

Benefits for the organisation

-

Improve productivity, quality, customer
service and shareholder value

Can gain increased employee
commitment and satisfaction. which can
lead to improved retention

Demanstrate to employees that an
organisation is committed to developing its
staff and helping them improve their skills

Support employees who've been
promoted to cope with new
responsibilities

Help employees to sort out personal
issues that might otherwise affect
performance at work

Gain a satisfactory process for self-
development

Support other training and development
initiatives eg reduce ‘leakage’ from
training courses
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Part 5 Preparation and setting the scene

Before selecting and recruiting coaches to work with an organisation, there are some
important preparatory activities that require attention. Undertaking these will ensure that
the coaching initiative has been carefully thought through and that all stakeholder
groups are clear about what it will involve, and what their role and responsibilities entalil.
These include: setting expectations and briefing the individual; gaining the buy-in of line
managers; and ensuring clarity of approach and goals.

Setting expectations and briefing the individual

Coaching works best when the individual is both a willing and an informed participant.
The more the individual understands about the coaching process and is engaged with it,
the easier it will be for the coach to work with them. Before the coach and the individual
are introduced, HR has an important role (working closely with the line manager) in
providing information to the individual and preparing them for the coaching activities.

In the past, coaching has often had negative connotations, being seen as a remedial
activity. It is therefore essential that HR practitioners or the individual’s line manager
spend time carefully explaining to individuals the purpose of the coaching, and making
sure they don't misinterpret why it's being offered. This is crucial for realistic
expectations to be set. It is also important to understand that individuals may feel
apprehensive — time should be taken to explain how the process will work in order to
allay fears and start the initiative off on the right foot. Key messages to convey to
individuals include:

* The organisation values you and wants to further develop your sKills.
* This is an opportunity for you to have some one-to-one personal development time.

» The coaching will be confidential (be clear about what information, if any, will be fed
back to the organisation).

* You will have to do the work — there is no magic button to be pressed here.

Managing the individual’'s expectations is crucial. Provide the individual with an honest
explanation of why you are recommending that they take part in some coaching, being
as specific as possible. This should give them a clear understanding of why they are
being offered the coaching. It's equally important not to ‘overpromise’ anything to the
individual at this stage — for example, by taking part they are not guaranteed a promotion
or any other specific career opportunity.
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Areas for HR or the line manager to cover when briefing individuals are:

 The purpose of the coaching

» Why they have been selected

 The objectives for the coaching from the organisation’s perspective

« The length of the coaching arrangement (number of sessions; length of each session)
» Who the coach will be

e Typical outline of a coaching session

« Confidentiality and reporting back of information

* How the coaching will be evaluated.

Being clear and supportive from the outset will motivate the individual. At an early stage,
they should be encouraged to consider what they would like to achieve from the
coaching sessions and identify specific areas to focus on. The individual should always
own their learning. When people are learning things they have identified as important,
relevant and beneficial, they will be more motivated to commit to specific and practical
courses of action to make it happen.

Gaining the buy-in of line managers

The line manager, while not in the primary relationship in coaching (the coach and the
individual), is nonetheless an interested party. HR must ensure that the line manager
understands his role in making the coaching work, and does not simply see it as an easy
way to pass on responsibilities for supporting staff development.

HR practitioners should:
 Explain what coaching is, and is not, to build realistic expectations of its outcomes.

 Explain how the coaching will benefit the individual, but also how this will translate
into improved contribution to the team.

 Help the manager understand issues of confidentiality.

» Manage expectations about how much information they will receive back on the
progress of the coaching.

» Explain how to identify signs that the individual is finding the coaching too
demanding.
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Managers should set an example by taking the coaching activities seriously and
encourage the individual to spend time and effort thinking about their development and
future career plans. HR practitioners need to explain that as part of their role in
supporting the coaching initiative, the line manager:

» must provide the individual with time to undertake the coaching

* must not expect to get information back from the coach about the individual, unless it
has been explicitly agreed with the individual and the coach

» should not pressurize the individual to meet unrealistic goals or meet goals in
unrealistic timeframes

* should discuss progress with the individual and what they feel they have gained

* should recognise progress and reward achieving goals set by coaching.

Conveying these messages and ensuring managers take them on board is a key activity
for HR practitioners as it can have a real impact on the likely success of a coaching
initiative.

Ensuring clarity of approach and goals

Considerable money, time and energy will need to be invested in coaching work to make
it effectively and it is important that it is clear what the coaching arrangement is trying to
achieve.

Questions that need to be asked include:

» What performance improvements are desired?

» What are the organisation’s goals for the coaching intervention?

* Are the organisation’s conditions conducive to the type of coaching you are planning to
introduce?

« Is the individual ‘ready’ for coaching?

» Does the individual understand why he has been offered coaching?

e Is the line manager supportive and ready for the coaching initiative? Des he
understand his role in supporting the individual?

» What is the budget for the programme?

« Who will be eligible for coaching? How many sessions will initially be planned?

» How will we measure success, effectiveness and value for money?

When these questions have been thought through, and clear answers have been
agreed, the selection and recruitment of the coach(es) can begin. Many of the answers
to these questions will also be useful in the evaluation of the coaching initiative.
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Part 6 Choosing the right coach

The complex coaching marketplace makes decisions about the choice of coach unclear
and difficult to establish. There is little agreement about the characteristics of a ‘good’
coach and much debate about what kind of experience, background and qualifications
are really needed.

Because of this, HR practitioners need to be astute ‘buyers' and be clear about what
they want. They need to build up their own knowledge of coaching so that they can
make good decisions during selection and recruitment. Following is a template of issues
that need to be considered, as well as guidance about the selection process.

Internal or external?

The first key decision is whether or not to use external or internal coaches. Many
organisations, particularly smaller ones, will simply not have the internal capability and it
may be more cost-effective to hire an external coach, rather than train someone
internally. Organisations that are undertaking a considerable amount of coaching,
however, may find it more cost-effective to build up their internal capability and only use
external coaches in certain specific situations. Apart from the impact of cost and
resource issues, there are also some specific situations where either internal or external
coaches may be preferable. Hall (1999) suggests the use of internal coaches when a
quick intervention is needed and detailed knowledge of the corporate culture is critical.
Alternatively, external coaches may be more appropriate when there are highly sensitive
or confidential issues to be addressed or when a coach with extensive and diverse
experience is needed. Figure 16 provides a summary of the different reasons for using
internal and external coaches.

Figure 16: Use of internal or external coaches

External coaches are preferable:

* For providing sensitive feedback to senior business leaders. For political reasons, this
would be difficult for an internal coach

* For bringing specialised expertise from a wide variety of organisational and industry
situations

» When individuals are concerned about ‘conflict of interests’ and whether or not
confidentiality will be respected

* For providing a wider range of ideas and experience

* For being less likely to judge and for being perceived as more objective.

Internal coaches are preferable:

* When knowing the company culture, history and politics is critical

* When easy availability is desired

* For being able to build up a high level of personal trust over a period of time
* For not being seen to be ‘selling’ consulting time

* For keeping costs under control — and may be less expensive.
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We will focus on the use of external coaches, so this part will look at the profile of a good
external coach, and how HR practitioners should go about recruiting and selecting
coaches to work in their organisation.

What does the profile of a good external coach look like?

The variable quality of coaches who are working in the industry has resulted in
practitioners adopting a more discriminating approach in order to identify high-calibre
coaches and secure a quality service. New research from the University of Central
England and Origin Consulting (Arnott and Sparrow 2004) reveals that some large
organisations that use coaching extensively are already using fairly stringent criteria.
Apart from the right cultural fit and personal style, the research indicates that they are
also keen to establish other coaching credentials such as evidence of a positive track
record, having a structured approach, relevant qualifications, adherence to professional
standards and evidence of supervision of coaches.

Here are some of the areas that HR practitioners should consider when selecting
coaches:

* Appropriate level of coaching experience. Different levels of coaching experience may
be required, depending on the complexity of the issues being addressed, as well as the
seniority of the individual. The coach needs to be ‘fit for purpose’. For example, the level
of experience and skill set of a coach needed to provide career coaching for a junior
manager would be different from those needed when an executive is being coached. To
ascertain their level of experience, the coach should be questioned about how many
hours of coaching they have delivered, how many coaching assignments they have
done, what kinds of issues they have coached individuals for, and at what level of
seniority they usually work.

* Relevant business/industry experience. An interesting, and debatable, criteria when
selecting a coach is whether or not to look for candidates with relevant business
experience (eg of a particular job, organisation or industry sector). Opinions differ as to
whether this is a necessary requirement. Most people would agree that coaches do
need a strong understanding of organisational dynamics and the business world to be
effective. However, direct experience of a particular industry or organisation is unlikely to
be a necessary requirement for a person to be an effective coach. It is important to
remember that, while the coach should have a sound knowledge of business, their real
contribution is their ability to help individuals learn and develop. In some cases, though,
industry experience may be desirable. In particular, relevant experience can be useful in
establishing the ‘face validity’ of the coach (i.e. for coaches to have credibility with the
individuals being coached). The competence and credibility of the coach is a major part
of the process of winning over the individual and creating a good working relationship.

Some commentators point out that hiring a coach on the basis of specific experience
can be counterproductive. One of the main benefits of using external coaches is their
neutrality and objectivity. They can uncover limiting beliefs, values and assumptions that
may be obstructing the strategic objectives of the individual and the organisation.
Coaches should be hired for their ability to help someone see opportunities for
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improvements in performance as well as practical ways in which to help them make
changes. It should also be noted that, if necessary, HR (working with the coach) can
bring in other experts to give specific technical advice or skills coaching.

- References. Talking to previous clients of the coach is a good way of finding out about
their style and skills, as well as how effective they were in producing the desired results.
A good coach should always be able to supply references and it's important for HR
practitioners to check them early on in the process to accurately establish their
credentials, experience and ability to deliver.

» Background of the coach. Coaches come from a variety of different professional
backgrounds. Examples include human resources, occupational psychology, training
and development, sports psychology and management development. Naturally, these
different backgrounds will mean that the coaches will bring some very different
experience and skills to the coaching relationship. One of the most contentious debates
is whether or not a coach should have a background in psychology. This is covered in
further detail in the section on qualifications and training. There are no right and wrong
answers here — the key is to find a good fit with your organisation and the needs and
purpose of the coaching intervention.

» Supervision. Supervision is a formal, independent process of reflection and review to
enable the practitioner to increase his self awareness, develop his competence and
critique his work with his client (Lane 2002). Professor Mike van Oudtshoorn and
Professor David Lane from the International Centre for the Study of Coaching
(ICSC)/Professional Development Foundation suggest a number of benefits that
supervision can deliver:

- It offers protection to clients — cases are discussed with trained professionals who are
able to identify areas of potential concern and offer advice or referral to specialist
support if appropriate.

- It offers coaches the opportunity to reflect on their work and gain insight to improve
their interventions.

- It offers coaches the opportunity to identify their own personal strengths and
weaknesses as a coach in order to realistically judge what limitations to set with respect
to the type of work they undertake.

- It offers coaches the opportunity to learn from peers who have had similar cases and
experiences to further develop their skills as a coach.

- It offers coaches the opportunity to keep up to date with professional developments in
the field and to continually work to increase their competency as a coach.

Because of these benefits, many in the coaching world believe that supervision is an
important part of a coach's continuing professional development. There is less
agreement, however, about what exactly constitutes ‘supervision’ and whether it is
necessary throughout a coach’s career or just while they are being trained. During
selection, HR practitioners can question coaches about their supervision arrangements
so that they feel comfortable about how they review their coaching relationships and
keep their skills up to date (see in Appendix the ‘EMCC Guidelines on Supervision’).
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 Breadth of tools, techniques, models. Coaches should have an extensive ‘kit bag’ of
tools and techniques that they use in different situations and with different clients.
Coaches should be able to clearly describe their favoured approaches, but you should
watch out for coaches who push particular models and are unable or unwilling to modify
their approach to suit a particular individual/organisation. Good coaches will use models,
techniques and frameworks from a wide range of theoretical backgrounds, including
organisational theory, occupational psychology, psychometrics, learning and
counselling.

HR people should not be overawed by the high number of different models, frameworks
or techniques. As with many things, the simplest tools/techniques are often the most
effective. Coaches should use tools that are ‘fit for purpose’ to encourage reflective
learning and change, and they should be able to describe these clearly and concisely
during selection.

+ Understanding of boundaries and approach to referral. Coaches should
understand the boundaries of their expertise. This means that coaches should not
knowingly accept an individual into a coaching programme if they need specialist
support beyond the competence of the coach or the resources available. In this
situation, the coach should encourage the individual to seek appropriate support from a
qualified professional. It is essential that coaches understand their own limitations and
can see when their methods/techniques are not able to address an individual’s needs. In
this situation, the coach, in conjunction with HR, should follow a process to identify an
appropriate practitioner to refer the individual on to.

* Relevant qualifications and training. Coaches should be able to demonstrate that
they are competent in the provision of coaching services. One way of proving this is to
demonstrate that they possess a relevant qualification. A considerable debate surrounds
what is considered a suitable ‘relevant qualification’. A key debate is whether or not
coaches need to be fully qualified as chartered psychologists with the British
Psychological Society (BPS) or another such respected society. Advocates suggest that
these individuals will have a solid understanding of how people work, covering topics
such as personality, learning, behaviour, motivation and so on. Berglas (2002) argued: 'l
believe that in an alarming number of situations, executive coaches who lack rigorous
psychological training do more harm than good. By dint of their backgrounds and biases,
they downplay or simply ignore deep-seated psychological problems they don'’t
understand." However, other parties argue that although coaches need a good
understanding of relevant psychological principles and theories, it is not necessary for
them to be formally qualified as a chartered psychologist. This is because coaching
qualifications should cover relevant psychological theories in enough depth to provide
individuals with a necessary grounding for them to operate as a coach.

The training of coaches should be fit for purpose. There is definitely a place for short
introductory courses, but, as with any discipline, expertise will vary depending on the
length of the course, level of qualification, depth of study, practical experience of delivery
and extent of supervision and support received while studying.
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There are now a number of different training routes for coaches, and new professionals
have a wide range of options to choose from. Specific coaching qualifications, ranging
from masters-level to short courses, are being offered by institutions across the UK and
throughout the world. Understandably, a qualification that is specific to ‘coaching’ would
seem like the most relevant qualification for a coach to have. However, people should
remember that these qualifications have only been available relatively recently and
therefore the majority of professionals delivering coaching services will not possess one
of these newer qualifications. In such cases you should examine their other formal
qualifications and experience.

It is also worth noting that if you are employing a coach for the specific transfer of skills
(eg skills-based coaching on presentation skills), you should look for any further ‘skills-
based’ qualifications they might need.

There is a large number of providers involved in training and accreditation in the fields of
coaching. Useful sources of information provide information about some of the different
coaching providers, including their contact details and details of the courses offered.

* Membership of professional bodies. Buyers of coaching services should certainly
consider membership of professional bodies as part of their selection criteria. Professor
Stephen Palmer, Past Chair of the Coaching Psychology Forum, believes: 'the good
practitioners are likely to be a member of coaching-related professional bodies, have
relevant qualifications and take part in ongoing continuing professional development.' As
the table in the appendix demonstrates, all the main professional bodies demand that
members adhere to codes of conduct and ethics with associated complaints procedures.
While this is not a watertight guarantee, it does offer some avenue for complaint if the
services delivered are unsatisfactory.

Certification: different points of view

1. Certification is a political tool. Various organizations are in a struggle to control
coach certification. Although the organizations suggest that their emphasis on
certification is primarily to benefit the coaching industry, the general public (and potential
clients) and coaches themselves, critics respond by saying that the primary beneficiary
of certification is the organization (through fees collected for either membership,
certification processing, or certification procedures.)

2. Certification is a marketing tool. Coaching schools use certification to keep
participants lined-up for their courses. Coaching schools may also be using certification
as a way of intimidating prospective coaches into believing that unless a coach is
certified they will not be able to gain enough clients to survive in the field. Courses may
provide value and be considered as worthwhile by the participants, yet when the
credentials of the experienced and well-known coaches are examined, few have paid
any attention to certification. Instead most adhere to what a person can do and achieve.
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To some, therefore, certification is perceived as a marketing tool and not as a validation
of accomplishment.

3. Certification is arbitrary. Certification based on hours of experience may be a way
to underscore the importance of experience, but hour-based approaches are at best
arbitrary and at worst misleading. Is a coach with 250 hours of experience really less
able than a coach with 500 hours of experience? It might be logical to say, "yes," but
there is too little evidence that such hour designations are equivalent to capability. In
reality the use of hours to determine certification is probably based on the outdated
university system of awarding a degree after completion of a certain number of units or
courses.

4. Certification is a revenue generator. Of all the negative views expressed about
certification this one is the most prevalent. Considerable cynicism appears to exist
regarding the ‘real” reason versus the “stated” reason for certification. While it may
generate revenue (or income) because there usually a fee associated with it, certification
is not likely to be a “profit” generator. Instead, it is more likely to be a costly and time-
consuming procedure that is offered as a service rather than as a “profit-centre.” To be
conducted with even minimal credibility, it requires coaching schools and associations to
engage in considerable paperwork and communications.

5. Certification is a weak substitute for integrity. Many experienced coaches believe
that certification is unnecessary. Partly this is based on the idea that their actions are
more important than their certificates. Actions typically include their attention to training
themselves to offer the best possible quality of service, ethics, integrity, and skill to
assist clients. In addition many coaches believe that the results their clients have gained
or the results their clients have achieved ought to be the main qualification.

6. Certification exploits the inexperienced. Younger coaches were more likely to seek
certification and describe it as essential. They typically equated certification with the
ability to attract clients and establish a legitimate practice. Older coaches, typically those
with degrees, extensive life and business experience, or previous formal training in
another helping profession, were less likely to be interested in certification or would
typically state that certification was of little importance to them.

7. Certification acts as a mark of distinction. The most popular view of certification
was that it distinguishes “charlatans” and the unskilled (and unscrupulous) from
qualified, trained, and skilled coaches. Coaches who hold this view also hope that such
certification will attract more prospective clients and act as a short-hand way for coaches
to demonstrate their capability. While it seems logical that a coach engaged in serious,
systematic study and supervised practice will be more likely to attract clients than
someone who has no formal training in coaching, too little data is available to assess the
validity of this viewpoint.

8. Certification protects the public. This is a common viewpoint that supports

certification systems used in many other disciplines. The problem with coaching, as
many others will point out, is that it does not have accepted standards, legislated
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regulations, or even common goals. Unregulated -certification actually serves to
bamboozle the public. Add to this the particular case of a coach certifying herself with
the same certification designation as the one used by one of the largest coaching
organizations, the public has no way of being truly protected or educated. Critics of
certification believe it does not eliminate irresponsible or inappropriate practices passing
as coaching. At the present time, although likely to be confidential, there does not
appear to be a case of a certified individual having his or her certification removed or
revoked.

9. Certification acts as a beacon. Many supporters of certification acknowledge its
weaknesses, but believe that it is a way to improve the quality of coaching, document a
coach’s training, and provide an opportunity for coaching schools to validate the
progress of their participants. Advocates believe that certification is more of a starting
point than an end in itself. Proponents of certification believe there is a positive
movement among various coach training schools to tailor their offerings to conform to
the certification requirements of a particular coaching association. They see this
movement towards commonality as a way to establish more widely accepted standards
and provide greater opportunities for industry self-regulation.

* Professional indemnity insurance. Coaches can be asked whether they subscribe to
professional indemnity insurance. Holders of professional indemnity insurance may be
understood to take their professional services more seriously by preparing for any
situations where they unintentionally have a negative impact on their clients. In order to
be clear, HR practitioners can ask coaches whether or not they hold professional
indemnity insurance, with whom and for how much. This also provides the organisation
(and HR practitioner) with some legal protection if problems arise as a result of a
coaching intervention introduced by them. Before a coach is formally hired, the HR
practitioner should ask to see their certificate of insurance.

+ Other qualities/personal characteristics. The best coaches are those who give
honest, realistic, challenging, feedback, are good listeners and suggest good ideas for
action. Beyond looking for specific qualifications, experience and knowledge, it is
important to look for coaches who have certain qualities, skills or personal
characteristics that are critical for coaching to be successful. Different qualities may be
needed depending on the individual, the problems being tackled and the organisational
context. However, it is widely agreed that there are some general skills that characterise
effective coaches. These include:

« Self-awareness and self-knowledge

« Clear and effective communication skills (verbal and non-verbal)

* Relationship-building skills (including ability to establish rapport)

* Flexibility of approach

» Listening and questioning skills

* Ability to design an effective coaching process

« Ability to assist goal development and setting, including giving feedback
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* Ability to motivate

« Ability to encourage new perspectives

« Ability to assist in making sense of a situation

« Ability to identify significant patterns of thinking and behaving
« Ability to challenge and give feedback

« Ability to establish trust and respect

« Ability to facilitate depth of understanding

« Ability to promote action

« Ability to build resilience

The European Mentoring and Coaching Council (EMCC) has drawn together an
extensive map of the specific knowledge, skills, behaviours and personal attributes of
coaches and mentors that relate to the general abilities described above. This important
initiative has engaged patrticipants from the UK, mainland Europe and Australia and is
the most comprehensive review of coaching and mentoring professional standards and
their associated behavioural indicators.

Building on this work, a key output will be the publication of a set of coach and mentor
standards. These standards will be an important future resource for organisations in
supporting the decisions associated with selecting coaches and mentors as well as the
design and evaluation of coach and mentor training programmes (see in Appendix the
‘EMCC ethical code’).
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Part 7 Coach selection and matching

Because of their knowledge and experience of recruitment, HR practitioners are well
placed to undertake a thorough coach selection process. Many of the processes used in
general recruitment can be adapted to fit the coach-selection process, as the same
general principles apply. Nevertheless, you should still take time over the selection
process to make sure you find the right match for both the organisation and individual
concerned. Even if just a single coach is being hired, it’s still worth using a rigorous,
carefully thought-out process.

The details of the selection process to be used when recruiting a coach will depend on
whether you are seeking to recruit a single coach to work with an individual, or a pool of
suitable coaches that you can then ‘match’ to individuals in the organisation as and
when coaching is identified as a suitable development intervention. If you are selecting a
coach to work with an individual, the first step will be to look at the particular needs of
that individual and draw this into a desired coach profile. An example of a coach
selection process in this instance is shown in Figure 17. However, it is important to make
sure that the process you adopt will suit the particular needs and culture of your
organisation.

Figure 17: Example of a coach selection process when recruiting a single coach

Step 3

BNy Paper-based selection
to produce coach
shortlist

Step 1 Step 2

Assess individual's @@ Develop desired coach
development profile (individual and
needs organisation regquirements

Step 4
Invite coaches to
interview. Ask to fill
in skills/ experience
inventory

Step 7 Step 6 Step 5
Individual to Make decision Semi-

meet with (HR and structured
coach individual) interview

When an organisation is implementing coaching for a number of individuals, it is often
sensible for the organisation to identify a number of suitable coaches (a ‘pool’) who fit
the desired requirements of the organisation. This allows the organisation to recruit a
series of practitioners who fulfil the organisation’s basic requirements, but who may also
have different specialities or approaches to coaching. Developing a pool of coaches in
this way also allows the possibility of offering individuals a choice about who they work
with, in the knowledge that all the coaches have been assessed to ensure they fulfil the
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organisation’s criteria. An example of a coach selection process using the pool approach
is shown in Figure 18, and more detail on each step follows.

Figure 18: Example of a coach selection process when recruiting a ‘pool’ of suitable coaches

Step 1 Step 2
Develop desired coach &S Develop a pool
profile(s) (organisation of prospective

requirements) coaches

Step 3
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Step 7 Step 4
Draw up ‘pool’ of Step 6 Step 5 Invite coaches to
suitable coaches Sl Make Semi- interview. Ask to

and use in
‘matching’

decision structured fill in skills/
interview experience

(individual needs) inventory

Step 1: Develop desired coach profile

The first step in the selection process is to spend time drawing up a profile of the
coach(es) you are looking to recruit. All of the factors discussed in ‘What does the profile
of a good external coach look like?’ should be considered. It's important to make sure
that the coach profile is appropriate for the level of the individual and the budget you
have. The coach profile form opposite may be useful in thinking through these issues.

Step 2: Develop a pool of prospective coaches

Once you have decided on the profile of the coach, there are several sources you can
use to help you find a suitable coach. Many professional coaches are self-employed,
although there are some coaching organisations that employ a number of coaches. A
good way to find coaches is to contact relevant professional bodies (ICF, AC, CPF — see
‘Useful sources of information’ at the end), which can refer you to people who have
graduated from their programmes or who are members of their organisation. All of these
bodies have a code of ethics/conduct so that hiring a coach from these organisations will
at least help ensure that your coach’s professional conduct and standards are of a high
level. Another alternative is to simply use word of mouth. Ask colleagues in other
organisations to recommend a coach who has been effective. Ask prospective coaches
to provide you with their CVs and client references to aid the first step of the selection
process. Another useful source for information is the Coaching and Mentoring Network
website where there is a coach referral system (see ‘Useful sources of information’ at
the end). Every coach on their system has had their qualifications checked and verified.

61



Example of a coach profile form

Area

Previous coaching
experience

Desired requirements

Relevant business/
industry experience

References

Membership of
professional bodies

Qualifications/training

Relevant experience

Professional indemnity
insurance

Supervision

Qualities/personal
attributes

(&

Toolsftechnigues/
models
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Step 3: Paper/web-based selection to produce coach shortlist

There are several levels of selection for coaches. The first round should involve a
paper/web-based exercise of looking through the CVs of prospective coaches to be able
to make a shortlist of suitable coaches. They should then be invited to have an interview
so that you can meet them and ask more questions to determine whether or not they are
the kind of coach you are seeking.

Step 4: Invite coaches to interview. Ask them to fill in skills/experience/qualities
inventory

Organisations hiring coaches need to check coaches’ references and credentials
thoroughly as well as assessing both their coaching skills and knowledge of industry.
One idea is to use a questionnaire or checklist to get coaches to clarify their style and
approach and provide information about their skills, experience and qualifications
(including which assessment instruments they are qualified to use).

Step 5: Interview

The interview should serve to establish how well the candidate matches your desired
coach profile, and to explore any particular areas that you would like more information
on. The interview can take place face to face or by telephone. An example of questions
is provided in Table 9.

Asking coaches how they would approach a certain situation or problem is another
useful technique for gaining a more in-depth understanding of their coaching style and
approach. During the interview, you should also discuss with the coach preferred
methods of working. For example, do they deliver coaching face to face, by telephone,
by email or a combination of these. Fees, payment, terms, frequency and estimated
duration of the coaching sessions should also be discussed.

Beware of coaches who:

e can’t explain the model they use

» name individual clients

e can’t say what they can and can'’t do

 don’t know who they should not coach

 have no experience in organisational settings (eg only a therapeutic background)
e insist on using their own coaching model, assessment instruments and so forth,
instead of using yours or integrating it with theirs

* have only done outplacement work

« take credit for past coaching results — ‘I fixed this guy’

* see coaching as a ‘power trip’

e use a strictly counselling approach (coaching is not counselling)

63




Table 9: Questions to ask the coach during the selection process

Area Paossible questions to ask it information has not been gathered from CVs
Previous coaching = How long have you worked as a coach?
EXperience « In what kinds of organisations and industry sectors have you worked?

= At what levels in an organisation have you worked?
* How many hours of coaching have you delivered?
« How many coaching assignments have you delivered?

= What kinds of issues/problems have you coached individuals on?

References = Are you able to provide us with references from previous clients?

Membership of = Are you a member of any professional bodies? If yes, at what level?

itz e L = Do you adhere to a code of ethics/conduct as part of your membership

of a professional body?

Qualitications/training = What training/qualifications have you undertaken relating to your
coaching practice?

* Please describe any development activities you have undertaken in the
past year as continuing professional development?

= Are you gualified to use any psychometric tests?

Relevant experience « Please describe your business experience?

» What experience/understanding do you have of the [specific
organisation/findustry] environment?

Professional indemnity = Do you hold professional indemnity insurance?

Insurance « If yes, with whom and to what level?

Supervision * How do you maintain your objectivity and perspective during coaching
assignments?

= What activities do you undertake to keep your skills up to date and ensure
you are keeping abreast of professional developments in the field of
coaching?

= Do you think supervision is important for coaching professionals? What
formal supervision arrangements do you currently have in place?

= Do you have your own coach or supervisor? What are their credentials?

Establishing the coaching  « How do you suggest we should evaluate the success/impact of the
framework/process coaching?

= Can you describe the theoretical framework you use for the coaching
you deliver?

= What toolsitechnigues/models do you like to use?
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Step 6: Making your decision

When making your decision, you should go back to the original coach profile you drew
up and assess each candidate against it. The decision checklist in Table 10 may help
you with this process.

Table 10: Decision checklist:

Checklist Yes/Nofl
Unsure

+ Did the coach have the experience, training and/or qualifications that are
relevant to your needs?

* |s the coach a member of a professional body that has a code of conduct and
a complaints procedure?

+ |5 the coach able to articulate, simply, the coaching model they use and the
process that they typically follow? Is it appropriate to your needs?

+ |5 the coach able to provide examples of the impact of previous
coaching assignments?

+ Does the coach understand the purpose and boundaries of coaching?

+ |5 the coach willing to work with HR and the manager in the coaching
engagement?

+ Has the coach undergone formal, independently accredited training?

+ |5 the coach able to provide evidence of continuing professional development?

+ What is the coach’s background? Are they familiar with how business works?
Do they have experience at the right level?

+ Would the coach inspire trust and motivation in the individual?

+ |s the coach’s style aligned with organisational culture? Is it too flamboyant
or conservative?

« Are they credible? Would individuals take them seriously”

+ Does the coach have a coaching supervisor? How regularly do they meet?
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Checklist Yes/Nof
Lnsure

+ Do they demonstrate flexibility in responding to your needs, and the needs
of individuals?

+ Do their fees represent value for money and fit in with the agreed budget?

= Are they available to do the work in your planned timescale?

+ Are they located for easy access to your organisation? If no, is this an issue?

» Do they broadly fit coach profile you drew up?

« Are there any areas for concern? Do you need to ask other questions?

Step 7: Draw up pool of suitable coaches and use in ‘matching’ (individual needs)
After you have decided which coaches are most suitable for working in your
organisation, their details can be drawn up to form a pool of coaches.

Individual-coach matching

Research has demonstrated that the single most important factor for successful
outcomes in one-to one relationships such as coaching is the quality of the relationship
between coach and client. For example, Assay and Lambert (1999) examined the
relative importance of key factors in therapeutic relationships and found that the largest
contributing factor is the existence of a positive relationship. This is why the ‘matching’ of
individuals to coaches is so critical.

Different individuals will prefer different styles of coaching relationships based on a
supportive approach, whereas a few benefit from a rather more confrontational dialogue.
Hay (2003) suggests that there is a continuum of coaching styles based on how directive
the coach is in working with the individual (Figure 19). This is a very broad model of
coaching styles and includes styles used by internal coaches and managers who coach,
as well as external coaches. The vast majority of external coaches will work using a
style of coaching that is closer to the ‘pull’ end of the continuum. Considering an
individual's personality and preferred learning style may give an indication as to which of
these styles may work best.
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Figure 19: Continuum of coaching styles
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Hall (1999) suggests, ‘it is an art to match temperament and learning styles for coaches
and clients.” HR should use information provided by the individual about their needs and
preferred learning styles, combine with information about the coaches’ expertise and
style to try to make a good ‘match’.

The matching process

By using the coach selection process outlined above, a shortlist of coaches who meet
the minimum requirements of the organisation will have been identified. HR must then
determine appropriate matches between the coach’s expertise and the individual’'s
needs. Figure 20 illustrates an example of a matching process.

Having identified the specific needs of the individual, HR should choose two or three
coaches who have an appropriate skill set, experience and personality that the individual
will find credible and supportive. Information about the coach can then be passed to the
individual for them to choose who they would like to meet. Some larger organisations
have developed coach databases that individuals can browse through to select a coach.
In this way, HR have established the coach’s track record, but allow the individual an
element of choice so that the final selection decision can be based on a degree of
‘chemistry’ between the individual and coach. This is important in order to ensure that
the coaching relationship works.

It is important that the individual selects the most appropriate coach for their needs, and

not just the one they like the most. To educate the individuals, the kind of things they
should be looking for in a coach need to be explained (see Part 6).
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Figure 20: Example of a matching process

Coach selection process produces a ‘pool’ or shortlist of coaches

\

Individual’s specific learning needs and learning preferences are identified

v

HR identifies two or three suitable coaches using knowledge of individual
and coach expertise

\

Individual is provided with information about the two or three coaches, to select

one to work with

Individual telephones or meets potential coaches and selects one

v
v
\

Individual notifies HR of choice

HR informs coach of selection and draws up any necessary contractual
arrangements

v

Individual/HR contacts coach to arrange first session

Contracting

Making a contract for the coaching services is very important as it sets out clearly what
services have been agreed for the fees, and what outcomes and deliverables you are
entitled to expect. A contract sets the ground rules for the coaching relationship so that
both parties know their obligations. It is essential to avoid misunderstandings and
provides a firm basis for dealing with any disagreements if any issues arise.

The contract in coaching is often more complicated than those used in counselling /
therapy. Normally the goal of coaching is defined in terms of the client’s professional life
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rather than their personal life. As a result, the coaching contract may well include
complex issues (due to the third party — the organisation) that are not present in a
therapeutic contract. Conflicts may arise between objectives for the coaching and
confidentiality (individual vs. organisation). These areas need careful and explicit
explanation in the contract, particularly when the organisation is providing the funding.

The coaching contract represents both its scope and its boundaries and should therefore
include:

* the parties concerned

» how termination by either party will be handled. An alternative arrangement should be
made in the case of the coach—individual relationship not working out, and what monies
will be owed if the programme is cancelled at any point

* expected outcomes/deliverables

* etiquette/expected behaviours

« timing, frequency, duration and location of coaching sessions

« confidentiality, feedback and information flow

* use of external resources

» a schedule of payments, indicating clearly when monies are due and stating precisely
what the fees include

« arrangements for dealing with additional fees (expenses etc)

* how the work will be controlled and monitored — how regular are reviews?

« criteria for evaluating the results

« if coaching organisations are being used, the coaches providing the services will be
identified in the contract and any subsequent changes will take place only in
consultation with the client

» agreement on the nature of the coach—client relationship (eg roles, responsibilities,
boundaries, timeframes)

+ dealing with further requests for business by individuals which should be cleared by
HR

* any variations to the contract being discussed in full and agreed in writing.

It is important that the expectations of client and coach are spelled out clearly so that
they do not give rise to disappointment or disagreement. The coach should be provided
with a copy of the contract for his records.

A more detailed note on confidentiality and information flow

While coaches need to develop trust with the individuals they are working with, HR and
top management also need to be kept abreast of progress. Thus, coaches and HR have
to come up with some workable agreements about the degree and type of confidentiality
they can promise the individuals. The nature and extent of confidentiality should be
clarified and explained from the start to all the parties involved in the coaching
assignment. Coaches should respect the confidentiality of both the client organisation
and the individual and no information from either party should be disclosed without prior
agreement. Any circumstances in which confidentiality may be breached should be
identified and explained.
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Coaches should provide the organisation with regular updates on the progress of
services and sufficient information to enable them to monitor the quality and
effectiveness of services provided and the satisfaction of individuals with services.
Individuals should be made aware of what information is being fed back to the
organisation. Individuals can be encouraged to feedback their views about the
effectiveness of the coaching as and when they feel ready to do so.
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Part 8 Managing the onward coaching engagement

After a coach or coaches have been selected to work with the organisation, there are a
number of activities that HR can undertake to build the coach’s understanding of the
organisation and make the coaching engagement run as smoothly as possible. These
areas are illustrated in Figure 21 and are discussed in turn below.

Figure 21: Areas to consider when managing the onward coaching engagement
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Initial orientation of the coach

The first step should be to arrange a briefing meeting with the coach(es). It is important
that the coach is clear about the objectives and desired outcomes for the coaching, as
well as having a good understanding of the broader organisational context. Before the
meeting, prepare some background material on the organisation and a detailed brief for
the coach. Some of this may have been covered during selection, but it is worth
spending time going over it again. During the meeting you could usefully consider
covering:

* organisation vision, mission, strategy, values, locations, products, customers,
competitors and other important organisational issues

« strategy and context in which you’re conducting coaching

* organisational objectives for the coaching initiative or programme

* how it fits into overall HR/training strategy and activities

+ the coaching process and model, including the organisation's leadership and
competency models

* the outcomes/benefits you expect to achieve
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« the estimated timescale for the coaching programme

* clear information about roles and responsibilities (coach/HR)

« evaluation of progress and goals achievement

« confidentiality agreement

» administration — time and expense records, notice of cancellation, updates on progress
etc

» who will be the company contact person.

If you are providing the coach with any sensitive information about the organisation,
make sure he has signed a confidentiality agreement. It may also be useful to have a
discussion about how the coach should handle typical coaching dilemmas so that
potential problems can be avoided.

A confidential session should take place to brief the coach about the initial perceptions
of the person’s interpersonal strengths and weaknesses. Information from development
centres, appraisals and 360-degree feedback exercises can be used to illustrate some
of the issues identified.

Setting up the coaching

Many coaching relationships start with a three-way meeting between the coach, line
manager and the individual to discuss how the coaching intervention will work.
Occasionally, HR may also be involved in this meeting if it's considered helpful. Issues
that need to be discussed up front include confidentiality, the reporting of information,
the structure of coaching sessions and how the manager and HR will receive information
about the effectiveness of the coaching.

There are also logistical topics to be covered. How many sessions will there be? How
often should they take place, and how long will they last? Where will they take place?
Will they be face to face or by telephone? Will there be any contact between sessions?
Average coaching interventions are relatively short-term, lasting between six and eight
weeks, but some executive coaching programmes can last for a year or more. The
length of the coaching contract will depend on the coaching aims, the individual’s
specific needs and the breadth of issues to be covered. Myles Downey (1999) suggests
the following structure: four sessions, followed by a six-month break, then a check-up
session, with the option of reverting to further sessions if the need arises. He suggests
that this approach prevents the quasi-counselling pattern of regular fortnightly or weekly
sessions running on until the individual wants it to end. It also helps to control costs and
reduces the likelihood of the individual becoming dependent on the coach.

The coaching sessions themselves should be frequent enough for momentum on the
development plan to be maintained, but should also allow the individual enough time to
undertake any agreed activities and to reflect on the previous session. Fortnightly or
monthly sessions may be a sensible approach. There are differing opinions about the
actual length of a coaching session, but many coaches recommend one to two hours as
being appropriate. Janice Caplan (2003) suggests, 'Some points to bear in mind are that
coaching can be intense, and an hour might well be as much as a learner can take.
There are also some situations where learners need to work in a sustained fashion on
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issues that require a lot of thinking through, and these may require a longer session. On
the other hand, some sessions may be more action-based and the coaching may be
shorter.'

There is also the question of how the sessions themselves will be structured. It may be
that all the sessions will follow the same format or they will vary according to different
needs at different times. The proposed structure of the sessions should be discussed so
that the individual can put forward their views on the appropriateness and usefulness of
the process used. Although coaches tailor their coaching in different ways depending on
the specific individuals’ needs, many coaching relationships follow a relatively simple
structure. For example:

* setting the initial goals for the proposed coaching intervention

* pre-coaching diagnostic work (eg psychometrics, 360-degree feedback)

« providing feedback to the individual on any diagnostic work

» developing more specific action and learning plans and discussion of a variety of
approaches for improving job effectiveness

» regular coaching sessions to implement new approaches and to review progress
towards goals

* periodic follow-up and monitoring after the regular coaching sessions have ended.

The individual coaching sessions should have a fairly simple structure that allows
flexibility whilst maintaining a consistent approach. An example of some questions to
structure the discussion are:

« How do you feel about your progress with the action points from the last session?
» What issues would you like to discuss in this session?

» What would you like to achieve?

» What factors are stopping you?

» What do you need to change to achieve your goal(s)?

» What are your action points to work on before the next session?

After the initial three-way meeting where the broad parameters are discussed and
agreed, the coach and the individual should then meet. In their first meeting it will be
important to set realistic expectations of the coaching relationship, discuss any initial
concerns, establish trust and define the parameters of the issues to be discussed during
the coaching sessions.

What you can do to increase the like hood of success in Executive Coaching (from
the members of The Executive Coaching Forum)

1. Be clear about the reasons you are seeking coaching and the outcomes you
hope to achieve. Once you make the decision to participate in executive coaching,
identify the objectives and specific outcomes you hope to achieve through coaching.
Make sure you are seeking coaching for the 'right' reasons. Some wrong reasons for
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seeking out executive coaching are because everyone else seems to have a coach, or
you think coaching will replace your needs for therapy, or because you wish to use it for
your personal growth only and not related to your success in your organization.
Coaching outcomes vary with every individual, but coaching is most effective when the
outcomes are related to key competencies you hope to achieve to enhance your current
effectiveness or to prepare you for a future role.

2. Select a coach that you trust and can learn from. Trust is fundamental to forging a
partnership that yields successful results. The ability to trust the coach is based, in part,
on whether or not you believe the coach represents him or herself authentically, has
your best interests at heart, will speak the 'truth,” and will adhere to agreed upon
confidentiality guidelines. Whether you can learn from the coach is based on whether
the coach has the necessary training and experience to assist you in the issues you
want to address and has a perspective and style you can work with. In addition, learning
involves stretching beyond your comfort zone. A coach'’s ability to give you feedback and
difficult messages regarding your effectiveness in the organization in a manner you can
hear is often critical to the success of executive coaching.

3. Build support with relevant stakeholders to the coaching process. For coaching
to be successful in your organization, a partnership is important with stakeholders such
as your manager, your human resources partner, your leadership development partner,
if applicable, and your coach. Your role in creating support for your coaching is to ensure
all parties reach agreement about their roles and degree/type of involvement in your
coaching process in a manner that supports your development. If stakeholders are not
partnering effectively, you have partners working at cross-purposes. Just as your
medical internist coordinates care with specialists, so should you and your coach ensure
your support is coordinated among all relevant stakeholders.

4. Take ownership and responsibility for the coaching process. The coaching
process is what you make of it. It is not a process that happens to you. It is up to you to
take responsibility for establishing objectives, scheduling and keeping coaching
sessions, updating the coach on changes affecting your work together, following through
on agreed upon actions, and monitoring results.

5. Ensure coaching objectives are aligned with your organization's objectives.
Coaching exists to support you in achieving your organization's objectives. Your
objectives in coaching should fit within the context of the organization and/ or core work
you are in, key drivers of success, and metrics on which your performance is measured
in your current role. In addition, the coaching objectives must be relevant to the stage
your organization is in and the leadership needs of that stage, whether start-up, growth,
turnaround, or steady state.

6. Be fully present in the coaching process. Coaching involves bringing your whole
self into the room and being fully engaged in the process. This means different things to
different people, but it may mean leaving your cell phone and pager off while in
coaching, making sure you are not interrupted by others while meeting with your coach,
and attempting to balance what may be most urgent for you at the moment with what is
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most important as you partner up with your coach in dedicated time together. It also may
mean rescheduling a coaching session - not because you want to avoid confronting a
difficult issue, but because you want to be more ‘available' to deal with it.

7. Take risks in your learning. Coaching is a process of discovery and learning, which
is sometimes counter productive to the performance results of many organizations. If
you are in an organization in which you feel you need to know all the answers and never
make mistakes, you will find yourself in a different 'gear' in coaching. Coaching gives
you the opportunity to be a learner again and not have to be a performer. In coaching,
you can take the time to truly absorbs feedback, self-reflect, experiment with new
leadership strategies and tactics, and admit to and learn from mistakes. The success of
coaching is based upon your willingness to be open and receptive to learning and to
take risks in experimenting with new behaviours.

8. Be honest with your coach about what is and is not working for you. Your coach
has a repertoire of approaches and some will work for you and others will not be as
impactful. By providing feedback to the coach on an ongoing basis about what you find
most useful, you will increase the likelihood of success and accelerate your learning.
One critical factor in the success of coaching is having the coaching delivered in a
manner that fits your particular learning style. For example, if you learn by doing, then a
coach who gives you conceptual models and frameworks and asks you to apply them on
your own will not serve you as well as one who proposes dry-runs, role plays, or low-risk
real-time practice sessions. You must take responsibility for sharing with your coach how
you learn best.

9. Make a practice of monitoring results with your coach and other stakeholders.
As you progress in your coaching process, you will begin to monitor the success of the
work you are doing with your coach. Seek out feedback, observe different responses
and impacts of your leadership, and ultimately, assess the impact of your learning on
company’s results. By doing this regularly, and in concert with your coach and key
stakeholders, you will have a very real sense of your development as a leader. It is not
uncommon to ask for additional 360 ° feedback following coaching.

10. Aim for early successes in areas you are confident you can achieve. In order to
‘get traction' in your coaching, especially in a newly appointed leader or succession
scenario, identify the areas or ways in which you can achieve early or visible wins. For
example, a successful launch of a key initiative will go a long way towards success,
even if the results of the initiative may take months or years to determine, or a shift in a
previously ‘'difficult' key relationship may be immediately appreciated.

11. When there are setbacks in your leadership, persevere in your coaching. In
coaching as in life, there will be setbacks, which, for example, can range from an
unexpected loss of momentum in your role to an inability to get necessary support for
your strategy to an error in judgment resulting in loss of credibility or diminished
opportunity. You may be tempted to terminate your coaching or to project blame on your
coach. These are the times when you can achieve the greatest gains in coaching if you
stay in the game and focus on lessons learned. Coaches know that in times of setback
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or failure, leaders often make the greatest gains in their coaching if they are willing to
persevere.

12. Be committed to long-term development in your leadership development
process. Your learning doesn't end when your coaching ends. Commit to a plan of long-
term development, and discuss with your coach how you can continue in your progress
on your own or through the help of other stakeholders. Consider arranging ‘check-in'
sessions with your coach, three to six months ahead.

Setting and managing expectations

At the outset, it's essential to have an open discussion about expectations in order to
make sure any differences are cleared up early on. The coach is not there to take
responsibility away from the individual — he must take responsibility for driving his own
learning and development. The role of the coach is to help the individual identify
goals/development areas (in line with the organisation’s goals for the coaching) and plan
appropriate actions to help them build self-awareness and make sustained changes in
their behaviour. It's important to establish clear objectives alongside measures to
evaluate the success of the coaching intervention. This can be difficult, particularly when
the changes involve people’s attitudes and behaviour. However, as far as possible, the
objectives should be SMART:

* Specific — so people know exactly what's expected
» Measurable — so results can be evaluated

» Achievable — within people’s capabilities

* Realistic — so there is a good chance of success

» Time bound — with clear milestones of progress.

If the organisation doesn't have any specific objectives for the coaching — for example, if
the coaching is being used to enhance retention or to help people better manage their
work—life balance — it's appropriate to let the coach and individual agree to an agenda
and objectives without any input from HR. The line manager however should still be
involved.

Checking satisfaction and progress

During the coaching intervention, HR should monitor satisfaction and progress by
gaining feedback from the individual, the line manager and the coach. The coach and
the organisational representative (HR) should conduct regular updates and briefings,
discuss broad areas that surface in the coaching (without breaching agreed
confidentiality guidelines) and get a sense of how people are progressing towards their
goals. The HR person should also keep the coach abreast of key developments and
changes in the organisation that may have an impact on the individual or the coaching
intervention.
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Near the end of the programme, it will be useful to review progress with those who
attended the original meeting. This ensures the evaluation process is started, while
allowing the coach to address the individual with any outstanding issues.

Not all coaching relationships work out. This can happen for a variety of reasons and, in
these instances, HR need to have a mechanism in place for either party (coach or
individual) to come out of the relationship. This process should be covered in the
contractual arrangements with the external coach and should be discussed at the initial
three-way meeting so that all parties are aware of it. If the coaching is terminated, the
individual may choose to select an alternative coach to work with or an alternative
development approach may be discussed.

Evaluating effectiveness

Assessment of the tangible benefits of coaching is critical. There should be
accountability on the part of the coach, data to prove the value of the initiative for HR
and closure on the part of the individual. However, formal evaluation of coaching
initiatives is often lacking, with a large proportion of organisations relying on little more
than anecdotal evidence to measure effectiveness. This was illustrated in the survey,
which found that feedback from participants was the most common form of evaluation
used in coaching (see Table 11).

Table 11: Measures used to assess effectiveness of coaching

% of respondents
reporting using this measure

Feedback from participants 75
Appraisal systems 61
Feedback from coaches 44
Employee attitude surveys 41
Exit interviews 38
Assessment against objectives set at the start of a coaching initiative 37
Business performance indicators 29
360° feedback 25
Staff turnover rates 21
Other 6

Before the coaching assignment begins, it's important to plan how you intend to evaluate
the coaching. HR should work with the line manager and the coach early on to establish
realistic ways of monitoring progress and success. Evaluation should focus on a number
of different areas — the performance of the coach, feedback to improve the
organisation’s management/administration of the coaching processes, the individual's
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and line manager’s satisfaction with the coaching intervention, the degree of behavioural
change/development achieved by the individual and the impact on business results.
Establishing the return on investment (ROI) on coaching — as with many other HR
activities — is difficult, as it is hard to isolate the impact of a coaching intervention on
business indicators such as productivity and turnover. However, it is possible to identify
a number of measures that can be used to assess overall effectiveness and satisfaction
with the coaching intervention. There is a variety of different options and choices, but
which to use will depend on the exact nature of the coaching relationship. These are
illustrated in Figure 22.

Figure 22: Evaluating coaching - some options
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Executive coaching ROI

Today, there are about as many different ways to measure the return on investment
(ROI) of executive coaching as there are coaching techniques. Yet, ROI calculations
continue to astonish even the most results-oriented employer and prove, hands-down,
the worth of executive coaching.

Human Resource Executive magazine reports that Dell Computer Corporation of Austin,
Texas, has been measuring ROI for executive coaching in a formalized method for more
than five years. More than half the company's 761 executives received coaching within a
two-year time frame, says Bridgette Robinson, director of executive and organization
development at Dell. So far, coaching has received more than a 90-percent satisfaction
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rate from company executives. Robinson says senior staff members who've received
coaching also tend to be promoted more often than those who don't participate in one-
to-one coaching conversations.

Alastair Robertson, manager of Accenture's worldwide leadership development practice
in Boston, says employers are shocked at how high their ROl numbers are for coaching.
He recalls a large employer in the hospitality industry saved between $30 million and
$60 million by coaching its top 200 executives.

What ROI do you and your organization achieve by getting better?

A recent study of 100 executives, mostly from Fortune 1000 companies, by Manchester,
Inc. concludes that a company's investment in providing coaching to its executives
realized an average return on investment (ROI) of almost six times the cost of the
coaching. Half of the executives in the study held positions of vice president or higher.
Almost six out of ten (57%) executives who received coaching were ages 40 to 49, and
one-third earned $200,000 or more per year. The coaching programs were a mix of both
change-oriented coaching (changing certain behaviours or skills) and growth-oriented
coaching (focused on sharpening performance). The coaching programs typically lasted
from 6 months to one year.

Corporate benefits received:

1. Delivered an average ROI of 5.7 times the initial investment (a return of more than
$100,000)

2. Executive productivity improvements (reported by 53% of executives)

3. Organizational strength (48%)

4. Quality improvements (48%)

5. Customer service improvements (39%)

6. Retaining executives who received coaching (32%)

Personal benefits to the coached executive:

1. Direct report and supervisor relationship improvements (greater than 70%)
2. Teamwork (67%)

3. Working relationships with peers (63%)

4. Job satisfaction (52%)

Feedback from HR, the individual, the line manager and top management are all
important when assessing the effectiveness of the coaching intervention. But it's
essential to consider the higher-level criteria in line with Kirkpatrick’s four-tier model of
evaluation (Kirkpatrick 1967). In particular, HR should look at criteria to measure the
degree of learning by the individual, the degree of behavioural change and the degree of
improvement in business unit effectiveness. Feedback on the coach should also be
recorded for use in future matching decisions.
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When Coaching Goes Wrong

To be optimally effective, the coaching program with executives must be well managed
and aligned with other organizational goals and processes. Failure to do so is a primary
source of problems. Organizations new to coaching may not be aware of the need to
manage and oversee this activity.

Factors Contributing to Failure and Negative Coaching Outcomes:
Due to the client:

Serious psychological problems

Serious interpersonal problems

Lack of motivation

Unrealistic expectations of the coach or the coaching process
Lack of follow-through on homework or intervention suggestions

Due to the coach:

Insufficient empathy for the client

Lack of expertise or interest in the client’s problems or issues

Underestimation of the severity of the client’s problems or issues

Overreaction to the client

Unresolved disagreements with the client about the coaching

Poor technique (e.g. inaccurate assessment, lack of clarity on coaching contract,
poor selection and/or implementation of methods).

Drawing things to a close

As the coaching assignment draws to a close, the coach should discuss any further
development or actions that may be appropriate to continue progress and growth, and to
maintain and reinforce any new learned skills or behaviours. The coach also needs to
discuss with the individual and the line manager/HR any further development actions
that may have been raised during the coaching.

+ What other forms of ongoing development can be put in place (eg action learning
groups, mentors)?

* How will onward progress continue to be monitored?

« How can the individual continue to receive feedback on their performance /
development?

» What other areas for development have been identified?

Once the coaching relationship concludes, HR may follow up with individuals and their
managers periodically to assess progress and results. It may be that, at a later stage,
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further coaching could be appropriate to help the individual fine-tune behaviour and to
reinforce the changes they have made.
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Summary and conclusions

Coaching has rapidly become a significant part of many organisations’ learning and
development strategy. However, due to its relatively recent emergence, few HR
professionals have an in-depth expertise of managing coaching activities, and in
particular selecting and supervising external coaches. So, many practitioners are
struggling with a variety of issues that are preventing them from gaining full value from
their current coaching activities. Among the challenges reported is confusion around the
terminology in use, a lack of agreement about what a good coach looks like, engaging
different stakeholders in coaching relationships, drawing up contractual arrangements
and evaluating the impact of activities. All of these are significant challenges for HR
professionals, as they work to draw up a framework to ensure value for money and
alignment with the organisation’s strategic goals.

The coaching industry itself is at a critical stage. Future success is likely to be
determined by the quality and professionalism of coaches and their ability to deliver
demonstrable value to their clients. This is now being taken seriously and both suppliers
and buyers are pushing for greater professionalism, quality standards and more ethical
practice. On the demand side, organisations are becoming more sophisticated about
their use of coaching services. Evidence of the effectiveness of coaching interventions is
being sought and more questions are being asked about accountability and what returns
are being seen. HR practitioners must continue to exert pressure in terms of minimum
expected standards, qualifications and outcomes, so that practitioners who operate
unethically are weeded out and the potential benefits of coaching interventions are
realised.

Hoping that this survey provides advice and guidance to help navigate through the
complex coaching marketplace, by demystifying many of the concepts and terminology
in use and providing clear analysis on some of the processes. We have tried not to set
out a single ‘best practice’ set of processes, but rather discussed the options and offered
some suggestions of ways to think through the issues. The challenge for HR is to take
forward some of these ideas and adapt them to fit their organisation’s culture and
strategy, so that they have an informed, tailored and proactive approach to selecting
coaches and managing coaching activities effectively.
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Appendix
EUROPEAN MENTORING & COACHING COUNCIL ETHICAL CODE

Introduction

The European Mentoring and Coaching Council (EMCC) has been established to
promote best practice and ensure that the highest possible standards are maintained in
the coach/mentoring relationship, whatever form that might take, so that the
coach/mentoring environment provides the greatest opportunity for learning and
development.

Purpose

This Ethical Code sets out what the clients and sponsors can expect from the
coach/mentor in either a coach/mentoring, training or supervisory relationship and
should form the starting point for any contract agreed.

All members of the EMCC accept the principles and aims of the EMCC. We recognise
that members may not always maintain these ethical principles. The EMCC have
therefore agreed a process by which breaches of the Code by a member can be
reported and investigated. This is referred to later in this document.

All EMCC Members will make the sponsoring organisation and the individual client
aware, at the contracting stage, of the existence of the Code of Ethics.

Terminology

The term “coach/mentoring” is used to describe all types of coaching or mentoring that
may be taking place, both in the work environment and outside. The EMCC recognise
that there will be many types of coach/mentoring taking place and these will need to be
defined when more detailed standards are produced.

The term “client” denotes anyone using the services of a coach/mentor. We believe the
term “client” is interchangeable with any other term that the parties to the
coach/mentoring relationship might be more comfortable with, such as “colleague”,
“learner”, “partner”, “coachee” or “mentee”.

It is recognised that there are circumstances where the coach/mentor may have two
“clients”, the individual being coached and the organisation who may have
commissioned the coach/mentoring. In this Code we have used the term “sponsor” to
differentiate the latter.

The terms “supervision” and “supervisor” describe the process by which the work of the
coach/mentor is overseen and advice/guidance sought. The terminology is the same,
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but the process may differ in significant ways from that undertaken in other professions,
such as psychotherapy and counselling.

The Code

The coach/mentor will acknowledge the dignity of all humanity. They will conduct
themselves in a way which respects diversity and promotes equal opportunities.

It is the primary responsibility of the coach/mentor to provide the best possible service to
the client and to act in such a way as to cause no harm to any client or sponsor.

The coach/mentor is committed to functioning from a position of dignity, autonomy and
personal responsibility.

The EMCC Ethical Code covers the following:

* Competence

* Context

* Boundary Management
* Integrity

* Professionalism

Competence

1). The coach/mentor will:

a. Ensure that their level of experience and knowledge is sufficient to meet the needs of
the client.

b. Ensure that their capability is sufficient to enable them to operate according to this
Code of Ethics and any standards that may subsequently be produced.

c. Develop and then enhance their level of competence by participating in relevant
training and appropriate Continuing Professional Development activities.

d. Maintain a relationship with a suitably-qualified supervisor, who will regularly assess
their competence and support their development. The supervisor will be bound by the
requirements of confidentiality referred to in this Code. What constitutes a “suitably-
qualified” supervisor is defined in the EMCC’s standards document.

Context:

2). The coach/mentor will:

a. Understand and ensure that the coach/mentoring relationship reflects the context
within which the coach/mentoring is taking place.
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b. Ensure that the expectations of the client and the sponsor are understood and that
they themselves understand how those expectations are to be met.

c. Seek to create an environment in which client, coach/mentor and sponsor are focused
on and have the opportunity for learning.

Boundary Management:

3). The coach/mentor will:

a. At all times operate within the limits of their own competence, recognise where that
competence has the potential to be exceeded and where necessary refer the client
either to a more experienced coach/mentor, or support the client in seeking the help of
another professional, such as a counsellor, psychotherapist or business/financial
advisor.

b. Be aware of the potential for conflicts of interest of either a commercial or emotional

nature to arise through the coach/mentoring relationship and deal with them quickly and
effectively to ensure there is no detriment to the client or sponsor.

Inteqrity:
4). The coach/mentor will:

a. Maintain throughout the level of confidentiality which is appropriate and is agreed at
the start of the relationship.

b. Disclose information only where explicitly agreed with the client and sponsor (where
one exists), unless the coach/mentor believes that there is convincing evidence of
serious danger to the client or others if the information is withheld.

c. Act within applicable law and not encourage, assist or collude with others engaged in
conduct which is dishonest, unlawful, unprofessional or discriminatory.

Professionalism:

5). The coach/mentor will:

a. Respond to the client’s learning and development needs as defined by the agenda
brought to the coach/mentoring relationship.

b. Not exploit the client in any manner, including, but not limited to, financial, sexual or
those matters within the professional relationship. The coach/mentor will ensure that the
duration of the coach/mentoring contract is only as long as is necessary for the
client/sponsor.
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c. Understand that professional responsibilities continue beyond the termination of any
coach/mentoring relationship. These include the following:

* Maintenance of agreed confidentiality of all information relating to clients and
SpoNsors.

* Avoidance of any exploitation of the former relationship

* Provision of any follow-up which has been agreed to

* Safe and secure maintenance of all related records and data

d. Demonstrate respect for the variety of different approaches to coaching and
mentoring and other individuals in the profession.

e. Never represent the work and views of others as their own.

f. Ensure that any claim of professional competence, qualifications or accreditation is
clearly and accurately explained to potential clients and that no false or misleading
claims are made or implied in any published material.

Breaches of the Code

EMCC members will at all time represent coaching and mentoring in a way which
reflects positively on the profession.

Where a client or sponsor believes that a member of the EMCC has acted in a way
which is in breach of this Ethical Code, they should first raise the matter and seek
resolution with the member concerned. Either party can ask the EMCC to assist in the
process of achieving resolution.

If the client or sponsor remains unsatisfied they are entitled to make a formal complaint.
Complaints will be dealt with according to the EMCC’s ‘Complaints and Disciplinary
Procedure’. EMCC Members will provide a copy of this document upon request. A copy
can be obtained by writing to:

European Mentoring & Coaching Council,
Sherwood House,

7 Oxhey Road,

Watford,

Hertfordshire WD19 4QF

or e-mail: info@emccouncil.org

In the event that a complaint should be made against an EMCC member, that member
must co-operate in resolving such a complaint.

EMCC members will confront a colleague when they have reasonable cause to believe

they are acting in an unethical manner and, failing resolution, will report that colleague to
the EMCC.
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EMCC Guidelines on Supervision

The EMCC Code of Ethics requires that all members have regular supervision. It is likely
that the form of this (and duration, frequency etc) may vary depending on the nature of
coach/mentoring being undertaken — for instance, an independent executive coach
working with a strong business focus may have different supervision needs to a
coach/mentor who focuses on personal/interpersonal skills and both may vary from the
needs of an in-company mentor whose mentoring activity represents only a relatively
small part of their overall role.

It will be some time before we can evolve a pan-European definitive typology of the
various formats of coach/mentoring and how the competencies and standards might
vary. In the meantime, many EMCC members have existing supervision arrangements
by virtue of being members of other professional associations. However, some do not
and some have had not had previous experience of supervision and its benefits.

This interim guideline therefore contains a brier explanation of the nature of supervision
and some criteria to help members evaluate potential supervisors.

What is supervision

The EMCC Code refers to a supervisor assessing competence and supporting
development. A more detailed way of defining the nature of supervision can be based on
an idea by Proctor (1986):

- normative — the supervisor accepts (or more accurately shares with the supervisee)
responsibility for ensuring that the supervisee’s work is professional and ethical,
operating within whatever codes, laws and organisational norms apply

- formative — the supervisor acts to provide feedback or direction that will enable the
supervisee to develop the skills, theoretical knowledge, personal attributes and so on
that will mean the supervisee becomes an increasingly competent practitioner

- supportive (Proctor calls this restorative) — the supervisor is there to listen, support,
confront the supervisee when the inevitable personal issues, doubts and insecurities
arise — and when client issues are ‘picked up’ by the supervisee

Proctor, Brigid (1986) ‘Supervision: A co-operative exercise in accountability’ in A.
Marken & M Payne (eds) Enabling and Ensuring: Supervision in Practice Leicester
National Youth Bureau/Council for Education and Training in Youth and Community
Work

Finding a supervisor

There are a number of bodies that have qualification processes for supervisors and you
may find that one of these will be suitable. However, the field of coach/mentoring is still
relatively young and you may prefer to explore other options; there may also be a
shortage of qualified supervisors.

EMCC is not at this time determining who your supervisor can be — however, we
recommend that you apply the following criteria to any supervisor you choose:
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- they have experience as a coach/mentor
- they have experience of being supervised
- they have experience as a supervisor (not necessarily of coach/mentors)

- they evidence a theoretical framework for their own practice and you find this relevant
to your own work

- they evidence theoretical framework(s) relating to supervision

- they have an understanding of the context of coach/mentoring (as practised by
supervisee)

- they are aware of the impact of values, beliefs, assumptions (of supervisor, of
coach/mentor in their own practice)

- they are respectful of diversity in its many forms and alert to its potential benefits and
pitfalls

- they demonstrate a capacity for self regulation (as will need to foster this in supervisee)
- they show commitment to CPD for themself and others
- they agree to abide by EMCC Code of Ethics etc even if not EMCC member

- there will be no dual roles (i.e. supervisor is not also line manager, business partner) -
n.b. peer supervision is acceptable e.g. between colleagues, students

Feedback to EMCC

EMCC welcomes feedback on this interim statement. As more is done to agree
typologies, competencies, etc, this document will be updated.
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Comparison of the different coaching professional bodies
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Questionnaire submitted to the “Fortune 100” biggest UK companies

Do you use coaching in your company?

Yes
No
Don’t know

What is the level of usage of coaching in the last few years?

Large increase

Small increase
Remained at same level
Small decrease

Don’t know

How do you perceive the benefits of coaching?

Coaching can deliver tangible benefits to both individuals and companies
Coaching is an effective way to promote learning in organisations

Coaching and mentoring are the key mechanisms for transferring learning from
training courses back to the workplace

When coaching is managed effectively it can have a positive impact on an
organisation’s bottom line

What are the company’s objectives for organising coaching activities?

Improving individual performance

Dealing with underperformance

Improving productivity

Career planning/personal development

Motivating staff

Accelerating change in the organisation
Demonstrating the organisation’s commitment to staff
Improving staff retention

Reducing cost of sending staff to external courses
Helping staff to achieve better work/life balance
Satisfying the demand for coaching in companies

Who benefits from the coaching?

Junior manager/team leader/supervisor
Middle manager

Senior manager

Professional/technical staff
Trainee/graduate
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Administrative staff
Director
Manual staff

(The population of coachee)
All A majority About half A minority None

Who delivers the coaching?

Trained external coaches
Specialist internal coaches
Line managers

Peers

HR department

What is your concern in buying coaching services?
Agree Don’t know

There is a great deal of confusion about what is meant by the term ‘coaching’

| clearly understand the difference between all the different types of coaching on
offer

Finding and selecting high-quality external coaches is a difficult task

The lack of regulation and accreditation in the coaching industry is very worrying

Do you think it could be useful to have one single professional body for coaches in UK?

Yes*
No
Don’t know

*What are the possible roles of a single coaching professional body?

Providing information and advice

Providing training courses and qualifications

Providing a code of ethics and standards that all coaches must adhere to
Accrediting courses and qualifications

Providing research/information/publications on coaching

Monitoring the continuing professional development of coaches
Providing a register of approved coaches

Dealing with any complaints about member coaches

Which of the following best describe the type of coaching at your organisation?
Performance

Skills
Development
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Executive
Remedial
Career
Team
Life
Other

Do you think that coaching is a key mechanism for transferring learning from training
courses back to the workplace?

Yes
No
Don’t know

Do you think that coaching will only work well in a culture that promotes learning and
development?

Yes
No
Don’t know

How would you qualify the use of coaching within your organisation in meeting
objectives?

Very effective
Effective
Neutral
Inefficient
Very inefficient

Do you think that coaching can deliver tangible benefits both to individuals and
organisations?

Yes
No
Don’t know

Do you think that when coaching is managed effectively it can have a positive impact on
an organisation’s bottom line?

Yes
No
Don’t know
What are the measures used to assess effectiveness of coaching?

Feedback from participants
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Appraisals systems

Feedbacks from coaches

Employee attitude surveys

Exit interviews

Assessment against objectives set at the start of a coaching initiative
Business performance indicators

360° feedback

Staff turnover rate

Other
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World Rank - Name - Country - Sales Rank - Profits Rank - Assets Rank - Market Value Rank

14
30

33

45

72

76

107
111
119
131
136
138
164
179
226
230
232
262
299
301
310
319
331
346
347
356
367
392
410
438
449
460
462
474
485
499
506
507
512
520
541
562
564
579
583
596
625
637
640
649

BP United Kingdom

HSBC Group  United Kingdom

Royal Bank of Scotland United Kingdom
HBOS United Kingdom
Barclays United Kingdom

Lloyds TSB Group United Kingdom
GlaxoSmithKline United Kingdom

BT Group United Kingdom
Prudential United Kingdom

Tesco United Kingdom
AstraZeneca  United Kingdom

Anglo American United Kingdom

British Amer Tobacco United Kingdom
Diageo United Kingdom
National Grid Transco United Kingdom
Standard Chartered Group United Kingdom
J Sainsbury United Kingdom
Centrica United Kingdom

Rio Tinto United Kingdom
Scottish Power United Kingdom

Marks & Spencer United Kingdom
Compass Group United Kingdom
Cadbury Schweppes United Kingdom
Old Mutual United Kingdom
Kingfisher United Kingdom
Vodafone United Kingdom

GUS United Kingdom
Alliance & Leicester United Kingdom
Reed Elsevier United Kingdom

Aviva United Kingdom

BG Group United Kingdom
Scottish & Southern Energy United Kingdom
Legal & General Group United Kingdom
SABMiller United Kingdom

Abbey National United Kingdom
Northern Rock United Kingdom

Reckitt Benckiser United Kingdom

Wolseley United Kingdom
BAA United Kingdom
Associated British Foods United Kingdom
Boots United Kingdom

Imperial Tobacco Group United Kingdom
Safeway Plc  United Kingdom

WPP United Kingdom
Allied Domecq United Kingdom
Hanson United Kingdom

BOC Group United Kingdom
United Utilities United Kingdom
Bradford and Bingley United Kingdom
BAE Systems United Kingdom
Royal & Sun Alliance United Kingdom
Scottish & Newcastle United Kingdom

72

95
118
148
176
107
127
94

77
235
285
263
398
308
632
143
184
536
556
356
271
562
326
257
57
401
1,034
597
53
1,014
690
97
639
297
1,252
792
377
1,334
648
569
1,191
333
734
1,017
778
780
1,354
1,462
364
222
890

13
16
30
57
47
62
17
35
288
133
58
122
107
71
327
226
277
270
296
259
260
589
232
790
730
513
365
692

293
283

639
533
321
473
333
419
429
469
722
1,265
323
667
635
455
683

80

9

17

23

18

31
369
238
55
412
508
333
416
382
276
105
560
710
520
488
891
699
791
151
664
53
840
166
717
45
869
1,119
78
765
39
203
1,365
1,308
676
1,221
1,366
929
1,113
654
1,151
864
1,143
750
260
431
139
1,180

9
14
36
70
66
79
17
129
304
148
41
158
153
100
180
271
464
307
130
355
365
315
323
713
357
12
375
601
193
229
238
446
431
603
318
724
275
637
461
531
472
283
826
425
631
874
636
698
970
618
1,067
721
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658
679
680
701
711
719
723
758
799
802
809
821
856
862
869
893
911
917
922
928
936
967
986
1,006
1,024
1,029
1,048
1,077
1,082
1,092
1,102
1,117
1,140
1,144
1,190
1,194
1,201
1,213
1,242
1,267
1,271
1,285
1,294
1,297
1,305
1,308
1,311
1,337

Imperial Chemical Inds United Kingdom
mmQO2 United Kingdom
Gallaher Group United Kingdom

Hilton Group  United Kingdom

British Airways United Kingdom
Dixons Group United Kingdom
Smiths Group United Kingdom

Land Securities Group United Kingdom
Friends Provident United Kingdom
Pearson United Kingdom

Wm Morrison Supermarket United Kingdom
Alliance UniChem United Kingdom
Rolls-Royce  United Kingdom
Rentokil Initial United Kingdom
Severn Trent  United Kingdom

Cable & Wireless United Kingdom

Exel United Kingdom

Man Group United Kingdom

British Land United Kingdom
Tomkins United Kingdom

Next United Kingdom
Johnson Matthey United Kingdom
Whitbread Holdings United Kingdom

GKN United Kingdom
Amersham United Kingdom
RMC Group  United Kingdom
Bunzl United Kingdom
Mitchells & Butler United Kingdom
Eurotunnel United Kingdom

Reuters Group United Kingdom

Tate & Lyle Group United Kingdom

British Sky Broadcasting United Kingdom
Taylor Woodrow United Kingdom

George Wimpey United Kingdom

Xstrata United Kingdom

Corus Group  United Kingdom

Kelda Group  United Kingdom

Canary Wharf Group United Kingdom
Liberty International United Kingdom

Daily Mail & General Trust United Kingdom
Rexam United Kingdom
Persimmon United Kingdom

EMI Group United Kingdom
Peninsular & Oriental Steam United Kingdom
International Power United Kingdom

Smith & Nephew United Kingdom

Slough Estates United Kingdom

Signet Group  United Kingdom

701

484
1,177
1,459
624
633
542

692
1,074
1,845
434
1,107

1,016
532
849
685
561
878
776
1,153
653
1,519
908
728
410

1,042
747
616
1,138

924
640
1,280
1,285
660
543
986
993

1,097
875

1,025
501
1,384
1,077
519
1,452
1,558
698
213
863
1,948
1,447
832
965
831
1,713
1,322
694
1,801

1,978
1,378
1,425
1,911
1,120

1,345
641

1,411
1,751
1,954
1,667
1,827
1,449
928

1,190
987

1,114

1,360
1,350
1,259

1,225

1,284
456
607
845
1,334
998
650
643
1,091
529
772
1,237
1,090
712
877
920
1,095
633
949
1,151
827
1,127
1,144
1,353
717
1,602
1,051
1,308
873
1,340
174
1,617
1,744
810

1,242
1,771
1,083
940

1,263
1,498
1,883
1,305
1,434
694

1,371
1,381
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Useful sources of information

Professional coaching bodies (non-profit, independent)

Association for Coaching

66 Church Road, London W7 1LB

Tel: +44 (0)20 7389 0746

Email: enquiries@associationforcoaching.com
Website: www.associationforcoaching.com

Coaching Psychology Forum (CPF)

156 Westcombe Hill, London SE3 7DH

Tel: +44 (0)20 8293 4114

Email: info@coachingpsychologyforum.org.uk
Website: www.coachingpsychologyforum.org.uk

European Mentoring and Coaching Council
Sherwood House, 7 Oxhey Road, Watford WD19 4QF
Tel: +44 (0)70 0023 4683

Email: info@emccouncil.org

Website: www.emccouncil.org

International Coach Federation
PO Box 2872, Tipton, DY4 OYW
Tel: +44 (0)87 0751 8823

Email: info@coachfederation.org.uk
Website: www.coachfederation.org
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Coaching-related organisations

Association of Business Psychologists
211/212 Piccadilly, London W1J 9HG

Tel: +44 (0)20 7917 1733

Email: admin@theABP.org

Website: www.theabp.org

Association of Career Professionals International

World Headquarters, 204 E Street NE, Washington DC 20002, United States of America

Tel: 1-202-547-6377
Email: info@acpinternational.org
Website: www.acpinternational.org

Association for Professional Executive Coaching

and Supervision (APECS)
Tel: +44 (0)20 8746 2157 or +44 (0)14 9163 8941
Email: info@apecs.uk.com

British Psychological Society

St Andrews House, 48 Princess Road East, Leicester LE17DR

Tel: +44 (0)11 6254 9568
Email: enquiry@bps.org.uk
Website: www.bps.org.uk

Coaching and Mentoring Network

PO Box 5551, Newbury, Berkshire, RG20 7WB
Tel: +44 (0)87 0733 3313

Email: annabg@coachingnetwork.org.uk
Website: www.coachingnetwork.org.uk

International Centre of the Study of Coaching
(ICSC), Middlesex University

Tel: +44 (0)20 7794 7142

Email: masterypractice@aol.com

Website: www.icscoaching.org

International Stress Management Association
PO Box 348, Waltham Cross EN8 8ZL

Tel: +44 (0)70 0078 0430

Email: stress@isma.org.uk

Website: www.isma.org.uk
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National Mentoring Network

First Floor, Charles House, Albert Street, Eccles M30 OPW
Tel: +44 (0)16 1787 8600

Email: enquiries@nmn.org.uk

Website: www.nmn.org.uk

Worldwide Association of Business Coaches

c/o WABC Coaches Inc, 8578 Echo Place West, Sidney BC V8L 5E2, Canada
Email: membersupport@wabccoaches.com

Website: www.wabccoaches.com
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Organisations offering coaching qualifications/training courses

AAA coaching partners

Tel: +44 (0)61 75591 2403

E-mail: michelle@aaa-coaching-partners.com
Website: www.aaa-coaching-partners.com

Academy of Executive Coaching

62 Paul St, London EC2A 4NA

Tel: +44 (0)17 2786 4806

Email: info@academyofexecutivecoaching.com
Website: www.academyofexecutivecoaching.com

Centre for Coaching

156 Westcombe Hill, London SE3 7DH
Tel: +44 (0)20 8293 4334

Email: admin@centreforcoaching.com
Website: www.centreforcoaching.com

City University

Northampton Square, London EC1V OHB
Tel: +44 (0)20 7040 8268

Email: conted@city.ac.uk

Website: www.city.ac.uk/conted

Clutterbuck Associates

Burnham House, High Street, Burnham, Buckinghamshire SL1 7JZ
Tel: +44 (0)16 2866 1667

Email: info@clutterbuckassociates.co.uk

Website: www.clutterbuckassociates.co.uk

Coach Training Alliance

2245 Eagles Nest Drive, Lafayette, CO 80026, United States of America

Tel: 303-464-0110
Email;: ideas@CoachTrainingAlliance.com
Website: www.coachtrainingalliance.com

Coach Training Institute

Headquarters: 1879 Second Street, San Rafael, CA 94901
Tel: +44 (0)23 8029 3212

Email: info@co-activecoaching.co.uk

Website: www.thecoaches.com
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Coach U Europe

Paraid House, Unit 4, Bond St, West Bromwich, West Midlands B70 7DQ
Tel: +44 (0)80 0085 4317

Email: info@coacheurope.com

Website: www.coachueurope.com

Coaching Futures

37 Grays Inn Road, London SW1X 9PQ
Tel: +44 (0)20 7242 4030

Email: info@managmentfutures.co.uk
Website: www.coachingfutures.co.uk

College of Executive Coaching

Wolverhampton Science Park, Wolverhampton, West Midlands WV10 9RU
Tel: +44 (0)87 0756 7555

Email: info@coec.co.uk

Website: www.coec.co.uk

Corporate Coach U

PO Box 881595, Steamboat Springs, CO, 80488- 1595, USA
Tel: 1-719-227-1333

Email: admissions@coaching.com

Website: www.ccui.com

Duncan MacQuarrie Limited

84 Brook Street, Mayfair, London W1K 5EH
Tel: +44 (0)87 0751 8822

Email: Elizabeth@DuncanMacQuarrie.com
Website www.DuncanMacQuarrie.com

European Coaching Foundation

23 Blackwell Business Park, Blackwell, Shipston-on- Stour, Warwickshire CV36 4PE
Tel: +44 (0)87 0010 6270

Email: info@europeancoachingfoundation.co.uk

Website: www.europeancoachingfoundation.co.uk

i-coach academy

Tel: +44 (0)20 8788 0216

Email: caroline@i-coachacademy.com
Website: www.i-coachacademy.com

Newcastle College

FREEPOST NT920, Scotswood Road, Newcastle-upon-Tyne NE4 5BR
Tel: +44 (0)19 1200 4000

Email: enquiries@ncl-coll.ac.uk

Website: www.ncl-coll.ac.uk
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Newfield Network Inc

Tel: 301 570 6680

Email: coachinfo@newfieldnetwork.com
Website: www.newfieldnetwork.com

Oxford Executive Coaching

19 Norham Road, Oxford OX2 6SF
Tel: +44 (0)18 6531 0320

Email: bebrilliant@oxec.co.uk
Website: www.oxec.co.uk

Oxford Brookes University

Headington Campus, Gipsy Lane, Oxford OX3 0BP
Tel: +44 (0)18 6548 8350

Email: ecox@brookes.ac.uk

Website: www.brookes.ac.uk/schools/education/

The Oxford School of Coaching and Mentoring

Centrepoint, Chapel Square, Deddington, Oxfordshire OX15 0SG
Tel: +44 (0)18 6933 8989

Email: kay@oscm.co.uk

Website: www.oscm.co.uk

Penna Consulting

55 Gracechurch St, London EC3V OEF
Tel: +44 (0)20 7933 8333

Email: corporate@e-penna.com
Website: www.e-penna.com

Performance Consultants (in conjunction with

University of Portsmouth Business School) Southfield, Leigh, Kent, TN11 8PJ
Telephone: +44 (0)1732 457700

Fax: +44 (0)1732 741700

E-mail: enquire@performanceconsultants.co.uk

Website: www.performanceconsultants.co.uk

Peter Bluckert Coaching (in conjunction with Leeds

Metropolitan University or Dublin Institute of Technology, Ireland)

Old Gate House, 9 Wingfield Court, Bingley, West Yorkshire BD16 4TE
Tel: +44 (0)12 7456 6060

Email: mail@pbcoaching.com

Website: www.pbcoaching.com
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School of Coaching

3 Carlton House Terrace, London SW1Y 5DG
Tel: +44 (0)20 7004 7151

Email: jackiewrout@theschoolofcoaching.com
Website: www.theschoolofcoaching.com

Sheffield Hallam University

Postgraduate Office Room 7301, School of Business and Finance, Stoddart Building,
City Campus, Howard St, Sheffield S1 1WB

Tel: +44 (0)11 4225 2820

Email: sbf@shu.ac.uk

Website: www.shu.ac.uk

The Coaching Academy

20 Landport Terrace, Southsea, Hampshire PO1 2RG
Tel: 0800 783 4823

Fax: +44 (0)23 9286 1584

Email: info@the-coaching-academy.com

Website: www.lifecoachingacademy.com

UK College of Life Coaching

Science Park, Stafford Rd, Wolverhampton, West Midlands WV10 9RU
Tel: +44 (0)87 0756 7444

Email: enquiries@ukclc.net

Website: www.ukclc.net

Wolverhampton University

The Postgraduate and Professional Office, University of Wolverhampton, Compton Park
Campus, Compton Road West, Wolverhampton WV3 9DX

Tel: +44 (0)19 0232 1081

Email: uwbs-graduate@wlv.ac.uk

Website: www.uwbs.wlv.ac.uk
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